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[bookmark: _Toc163912126]Executive summary 
People management has emerged in the last decade as one of the most fundamental but essential strategic issues for organizations, especially multinational organizations, for reasons such as increasingly globalized competition, stakeholder benefits balance, etc. The present report is a comparative analysis that aims to explore how people management strategies of different organizations shall be adapted in response to internal and external environmental shifts, organizational-level characteristics, etc. 
Specifically, Starbucks has a more decentralized approach driven by its internal environment of cross-market expansion, reflected by its focus on employee empowerment. Its people management practices are influenced by the changing external environment, such as advancements in technologies, and geopolitical conflicts. The primary concerns of Starbucks are the low employee engagement, caused by its relatively low wage compensation and limited career opportunities. While offering uniform and standardized services under internal integration, Marriot relies on a more centralized approach to people management, and it is also impacted by external environments such as turbulent environments. The primary concern of Marriot is the toxic environment with less inclusion and equality. Both companies leverage technological advancements like AI to refine recruitment, training, and performance management, illustrating how frontier technologies can be integrated into people management to improve effectiveness. 
Based on the above analysis, corresponding recommendations are provided for two organizations. For Starbucks, it is imperative to improve the wage compensation for front-line employees and provide more career advancement opportunities. For Marriot, diversity, equality, and inclusion programs should be implemented to improve employees’ cultural sensitivity and competencies, and its current recruitment policies should be redesigned to eliminate conscious and unconscious discrimination. 
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2. [bookmark: _Toc163912127]Introduction
People management has emerged in the last decade as one of the most fundamental but essential strategic issues for organizations, especially multinational organizations, for various reasons. Besides an increasing recognition of the critical role played by talents in ensuring organizational performance, the growth of knowledge-based economies impacts people management as organisations need to recruit and retain high-value employees with more cognitive ability for more complex roles (Brewster et al., 2016). Meanwhile, the shift of attention from the shareholder perspective (directed with profit maximisation) to the stakeholder perspective (oriented by fulfilling and balancing stakeholder interests) has also changed how people management practices shall be implemented in a way to respect employees as stakeholders, representing by increasing discussion on issues such as training and developing, diversity, equality and inclusion (Scroggins and Benson, 2010; D’Netto et al., 2014). 
The present report is a comparative analysis that aims to explore how people management strategies of different organizations shall be adapted in response to internal and external environmental shifts. The volatility, uncertainty, complexity, and ambiguity of today’s competitive marketplace indicate the relevancy and importance of adaptability in people management for organizations to sustain resilience, flexibility, and responsiveness. Additionally, the report also discusses how organizational-specific characteristics impact the choice of people management practices, and how people management concerns differ in the two chosen organizations. Considering the increasing integration of people management with information and communication technologies, the last part of the report investigates the role and impact of the most frontier technological advancements in sharping people management strategies. Through the comparative analysis of two organizations’ people management strategies and practices, the report aims to provide some practical recommendations that could promote managerial effectiveness considering new challenges and opportunities faced by organizations. 


3. [bookmark: _Toc163912128]Organizational Overview 
The present report delves into the people management strategies of two organizations of different types: Starbucks and Marriot International Hotel (Marriot hereinafter). Both organizations compete in the consumer cyclical sector but in different industries, respectively Starbucks in the restaurant industry and Marriot in the lodging industry. The organizational-specific characteristics of the chosen organizations, such as size and reach, also differ significantly from each other (as shown in Table 1). It can be noted that both organizations of different types operate in intensely customer-focused service industries but under significantly varying operational organizational characteristics, such as business models, reach, size, strategies, etc. Despite the differences in types, HRM functions operate similarly in both organizations, specifically all HRM practices are developed and implemented under the well-defined HR department. HR has a significant strategic position within both organizations with the Chief of Human Resource Officers part of the executive teams in both organizations, enabling HR decisions to be well orchestrated to support all-important business decisions 
Table 1: Highlights of Starbucks and Marriot
Source: summarised by the author based on the information from Starbucks (2024) and Marriot (2023)
	
	Starbucks 
	Marriot 

	Year of establishment 
	1971
	1927

	Headquarter
	US 
	US

	Primary business scope 
	A multinational chain of coffeehouses selling premium roasted coffee, beverages, and other pastries 
	A multinational company that operates, franchises and licences hospitality brands ranging from hotel properties, residential properties, and timeshare properties

	Industry
	Restaurants
	Lodging (Hospitality)

	Sector
	Consumer cyclical
	Consumer Cyclical 

	Size (measured by market cap)
	97.25 billion US dollars 
	73.51 billion US dollars

	Reach (areas served)
	Worldwide 
	Worldwide

	Employee numbers 
	381,000
	411,000


4. [bookmark: _Toc163912129]Main discussion: the comparative analysis 
4.1 [bookmark: _Toc163912130]The influence of internal and external environment 
Truss and Gratton (1994) synthesized three key perspectives that should be considered and reflected in any model explaining strategic people management, including the external environment and the internal environment (or the organizational context). It has been well acknowledged by scholars and practitioners that people management should be dedicatedly formed based on the comprehensive and critical consideration of the internal and external environment (Marchington and Wilkinson, 2002; Purcell et al., 2008). Given types of chosen organizations vary, the internal and external environmental factors that are implicative to their respective people management strategies are therefore different. 
For Starbucks, under the primary goal to be ‘One of the most recognized and respected brands in the world’, the implication generated by its internal environment is mainly its ambition for international expansion by increasing its global store base, especially in emerging markets such as Asia and the Middle East (Starbucks, 2024). The goal could only be approached through a series of adaptive and culturally informed people management strategies such as recruiting and selecting talents to support the local operations, assigning international managers to maintain cultural integration and cohesion across markets, as well as ensuring cultural sensitivity and inclusion given the increasingly diversified workforce under the global expansion. At the same time, talents in Starbucks are being perceived as mutually beneficial partners who co-create value with Starbucks (Azriuddin et al., 2020). Being directed by such a culture, Starbucks has invested aggressively in the well-being of employees (the financial, physical, and mental health) through its people management practices, policies and benefits. For example, to foster a strong sense of belongingness and align the interests of partners with Starbucks, the company has provided restricted stock units for eligible partners even if they are not executives (known as Bean Stock Vests) (Chen, Li and Tang, 2021). With well-being being defended as the bottom line in people management, the people management of Starbucks is toned in a way to supports personal development, e.g., through the Coffee Master Program.  In terms of the external environment, with the public’s increasing awareness of sustainable coffee consumption, Starbucks has integrated these values into all value chain activities seamlessly through various people management mechanisms, such as training the workforce to educate the sustainable and ethical codes of conduct in their respective responsibilities. Also, the advancements of relevant technologies, such as artificial intelligence, necessitate ongoing training and development of employees to ensure they are highly proficient with new technologies to ensure personal productivity and enhance customer experiences. Meanwhile, the ongoing geopolitical conflicts in certain countries, such as Russia and Ukraine, require Starbucks to corresponding measures. For instance, 130 Starbucks cafés were closed as the company withdrew from the Russian market, affecting the mobility and dismal of almost 2000 employees (BBC, 2022a). 
In terms of Marriot, the company has undertaken a series of mergers, acquisitions, and divestitures since the COVID-19 pandemic (e.g. the acquisition of Starwood Hotels & Resorts Worldwide in 2023) to enhance its core competitive advantage and reinforce its global leadership position (Marriot, 2023). Under such an internal context, the company’s HR continues to reassess its people management strategies to integrate new employees and merge organizational cultures, typically through cultural workshops and training, HR system integration, leadership development and international assignments. Regarding the impacts generated by the external environment, the political instability mentioned before also similarly threatens Marriot, requiring Marriot to promptly adjust its local people management strategies scale down or close the operations based on specific conditions. The ongoing Russian and Ukraine conflict made Marriot also leave Russia after 25 years of operation, resulting in problems in taking care of its Russian-based associates and supporting Ukrainian employees (e.g. to ensure employment within Marriot outside countries affected by the conflict )(BBC, 2022b).

4.2 [bookmark: _Toc163912131]The impacts of organizational-specific characteristics
Starbucks has a global geographical presence with more than 30,000 stores in over 70 countries, the expansive reach requires a balanced and flexible people management strategy that ensures consistency in service through employee training and development while ensuring localization in people management to comply with different employee laws and capture local market dynamics (Starbucks, 2024). Specifically, while exploiting international assignments of managerial roles to oversee business strategies across markets, Starbucks relies on a decentralized HR operation for localization and responsiveness. A regional and national-based HR department is deployed by the company where HR managers are empowered to make decisions regarding local hiring, training, and management based on their rich expertise and experiences regarding the local market (Xu, 2020). The approach allows Starbucks to promptly respond to any external environment shifts in any specific markets, such as increasing staffing to support expansion and penetration in the Chinese market, relocating employees in Starbucks Ukraine affected by the war, etc. 
While, Marriot operates over 7,000 properties in roughly 130 countries, with an even greater global footprint than Starbucks. Competing in hospitality requires the provision of exceptional guest experiences, which is in turn enabled by a crew of highly motivated, skilled, and customer-oriented workforce (Marriot, 2023). The people management of Marriot has been centred on continuous training and development to offer uniform services across its properties. At the same time, given the fact that employees must cater to international guests and managers must orchestrate a multicultural workforce, Marriot also places a high emphasis on the development of cultural sensitivity, awareness and competencies across roles and responsibilities. Compared to Starbucks, more centralized strategies are relied on by Marriot to maintain high standards across all properties, but a certain extent of local adaptation is also integrated to reflect contingency in its people management approach. Also, another distinct feature noticed here is that Marriot’s people management has another focus on employee retention through means such as recognition and rewards, career development, job satisfaction improvement, and employee commitment. The attention is well justified by the common pattern of high turnover rates in the hospitality industry (between 30-73% worldwide compared to the average of 12-15% in other sectors) (Dwesini, 2019; MEWS, 2023). Besides the impacts of size and reach, the people management strategies of Marriot are also shaped by the nature of its services. Competing in the lodging sector demands quick and personalized customer services to increase the customers’ perceived value for money, the HR department of Marriot has invested extensively in front-line employee training programs that focus on product knowledge, operational efficiency, and customer service. 

4.3 [bookmark: _Toc163912132]The primary people management concerns 
The primary concern of people management facing Marriot is the management of an increasingly diversified global workforce to ensure equality and inclusion. Based on an extensive meta-analysis of studies published in the last two decades, Mor Barak et al. (2016) synthesized that the managerial efforts in promoting equality and inclusion were consistently related to positive individual outcomes (e.g., greater employee well-being, job satisfaction, sense of achievement) and organisational outcomes (e.g. better return on investments, greater innovative capabilities, higher employee commitment), whereas the managerial focus on diversity alone was associated with a mix of both negative and positive outcomes. Although Marriot claims it has strived to create a positive and inclusive working environment for employees, what has been perceived by employees deviates from what they have promised to employees. For instance, A Marriott resort in Tennessee was charged $630,000 by the court for its discrimination against 250 female, Asian and Black job applicants  (Business Insider, 2022); the Marquis Hotel by Marriot in San Francisco was charged $20 million after the court found the company did not accommodate to disabled employees (CBS News, 2023a). The failure to maintain inclusion and equity within Marriot has led to a toxic culture where employees of diversified backgrounds are not treated fairly, which in turn negatively impacts organizational performance through eroded public reputation, reduced employee commitments, etc. 
Different from Marriot, Starbucks’s primary concern is employee engagement across its vast and diverse workforce, defined as the emotional and intellectual commitment to the organization or the amount of discretionary effort rendered by employees when fulfilling their responsibilities. Underlying causes for the low engagement include the low wage. The total compensation for a barista working in Starbucks is just around $20,000, among the lowest pay professions in the US. Although Starbucks has promised to raise baristas’ wages by at least 3%, the range is considered to be too small to be effective in engaging front-line employees (CBS News, 2023b). Other causes of low employee engagement include heavy workloads, unpredictable schedules, and limited growth opportunities. Especially, upward career mobility is considered to be limited for frontline employees such as baristas or store managers, leading to stress and frustration among employees who aspire a career advancement. 

4.4 [bookmark: _Toc163912133]The role and impacts of technological advancements on people management 
People management has been continuously transformed and reshaped by digital technologies, and the latest technology that has a significant impact on people management is artificial intelligence (AI) (Vrontis et al., 2022). AI can be defined as a simulation of human intelligence to accomplish tasks and has begun to reshape some key people management functions (such as recruitment and selection, training and development and performance management) (Abdeldayem and Aldulaimi, 2020). 
In Starbucks, AI, together with other complementary technologies such as big data analytics, is used to help with recruitment and selection. Traditionally, the process has been labour and capital-intensive, time-consuming, and prone to a range of conscious and unconscious biases. AI has been leveraged by Starbucks to source, assess and match candidates with job responsibilities through inherent algorithms that sift through resumes and recognize relevant keywords, achieving recruiting automation and generating data-based insights (Hyperight, 2021). AI plays the role of a powerful scheduling tool by helping with human resource allocation by optimizing staff scheduling based on store traffic predictions. 
In Marriot, AI has been used to triangulate different sources of data (such as guest feedback, employee interactions, supervisor evaluation, etc) to perform a more objective and comprehensive assessment of performance, fostering a culture of recognition and rewards, immediate feedback, and continuous improvement (Accenture, 2022). Based on comprehensive performance management, AI-enabled performance management thus turns the reactive role of HR managers into an active and proactive role through, differentiated and tailored learning, training and development arrangement, personalized and curated career development recommendations, and individualized career pathing. 


5. [bookmark: _Toc163912134]Conclusion 
The report explores the people management strategies of Starbucks and Marriot, highlighting how different marketing environments and organizational contexts can influence the formulation and implementation of HR strategies and practices. Specifically, Starbucks has a more decentralized approach driven by its internal ambition of cross-market expansion, reflected by its focus on employee empowerment. Its strategy is influenced by the changing external environment, such as advancements in technologies, and geopolitical conflicts. While offering uniform and standardized services under internal integration, Marriot relies on a more centralized approach to people management, and it is also impacted by external environments such as turbulent environments. The primary concerns of Starbucks are the low employee engagement, caused by its relatively low wage compensation and limited career opportunities, and the primary concern of Marriot is the toxic environment with less inclusion and equality. Both companies leverage technological advancements like AI to refine recruitment, training, and performance management, illustrating how frontier technologies can be integrated into people management to improve effectiveness. 


6. [bookmark: _Toc163912135]Recommendation  
Based on the above comparative analysis, there are some recommendations proposed for each organization based on their current people management practices. 
Table 2: Summary of recommendations for Starbucks and Marriot
Source: author’s creation
	Starbucks
	Marriot

	· Improve the wage compensation, especially for front-line employees
Pros:
· Increase employee well-being and financial security
· Enhance Starbucks’ reputation as a socially responsible employer
Cons:
· Increase in the operational costs
Ethical consideration:
· The rise of wages must comply with relevant regulations

	· Enhanced diversity, equity, and inclusion initiatives through comprehensive training programmes throughout the organization
Pros:
Promote cultural awareness and develop cultural competencies
· Nurture cross-cultural leadership
Cons:
· High initial and ongoing financial investment
· Time-consuming
Ethical consideration:
· The training program might be designed in a biased way to somehow strengthen discriminatory behaviours

	· Enhance career development programs to include more personalized pathways for advancement, e.g., personal career counselling, mentorship program
Pros:
· Providing clear personal career path to improve employee engagement
· Help with employee retention
Cons:
· Extensive investment in training and development resources
Ethical consideration:
· Starbucks must ensure equality of access for all employees to different training and development programs
	· Reshape its current people management practices to ensure equality, e.g. partner with diverse recruitment platforms and implement AI-enabled tools to reduce unconscious biases in recruiting and selection
Pros:
· Broaden the recruitment pipeline to recruit more eligible candidates
· Minimize discrimination and biases in recruiting
Cons:
· Risk of over-reliance on technologies to make recruitment decisions
· Costs and time associated with platform development
Ethical consideration:
· The possible infringement of candidate’s privacy in using AI
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