LCLM5001
Understanding and Engaging Stakeholders


Jair Alexander Possu Alegria
2412977

Hotel Savoy


Table of Contents
1. Introduction.
2. SWOT/PESTLE.
3. Identification and Categorization of Key Stakeholders.
4. Roles and Challenges.
5. Appropriate Frameworks, Models, and Theories for Engagement.
6. The 4Cs (Conflict Management).
7. Impact of Stakeholder Engagement on Business Performance.
8. Strategic Recommendations for the Future.
9. Conclusion.
10. References.


1. Introduction:
The global hospitality industry is currently navigating a paradigm shift driven by digital disruption and the rising demand for hyper-personalized guest experiences. Within this context, The Savoy, an iconic London landmark managed by Fairmont Hotels & Resorts, faces the strategic challenge of maintaining its heritage while embracing "Hospitality 4.0". This report focuses on the launch of “StaySmart+”, a premium service ecosystem designed to integrate AI-driven interaction tools, bespoke travel planning, and sustainability-focused amenities. As a leading international hotel group, The Savoy’s adoption of such technology is not merely an operational upgrade but a critical branding differentiation strategy in the ultra-luxury market.
The primary objective of this report is to provide a comprehensive analysis of the project's stakeholder management framework. According to Freeman’s Stakeholder Theory (1984), the success of any strategic initiative is contingent upon the alignment and cooperation of all parties that can affect or be affected by the achievement of the organization's objectives. Therefore, this document will identify and categories key internal and external stakeholders—ranging from high-level board directors and technology partners to front-of-house staff and elite international guests.
Furthermore, the report will critically evaluate the engagement mechanisms necessary to foster collaboration and trust across diverse cultural contexts, particularly as StaySmart+ is intended for deployment in both local UK and international markets. By applying strategic frameworks such as Mendelow’s Matrix, the RACI model, and the 4C’s of Conflict Management, the Project Manager aims to navigate potential friction points, such as technological resistance and ethical concerns regarding data privacy. Ultimately, this report argues that effective stakeholder engagement is the cornerstone of organizational growth, ensuring that the innovation of StaySmart+ enhances the timeless human touch that defines The Savoy’s legacy.


2. Appraisal of the Company: Strategic Analysis for StaySmart+:
To evaluate the feasibility of launching StaySmart+ at The Savoy, a comprehensive strategic appraisal is required. This involves assessing the internal capabilities and external pressures through SWOT and PESTLE frameworks, which according to Johnson et al. (2020), are essential for understanding the environmental context of a global hospitality launch.
2.1. SWOT Analysis:
· Strengths: The Savoy possesses unparalleled brand equity and a legacy of "service excellence." Its integration into the Fairmont/Accor global network provides a robust financial and operational backbone.
· Weaknesses: The hotel’s primary weakness is its physical infrastructure. As a Grade II listed historic building, retrofitting advanced AI hardware and high-speed IoT connectivity without compromising architectural integrity is costly and complex.
· Opportunities: The "StaySmart+" initiative offers a prime opportunity to capture the "Millennial and Gen Z" luxury segment, which values both high-tech personalization and documented sustainability.
· Threats: Intense competition from modern luxury arrivals in London, such as The Peninsula or Raffles at The OWO, threatens its market share. Furthermore, "Technological Alienation" could alienate traditional guests who prefer human-only interactions.
2.2. PESTLE Analysis:
· Political: Post-Brexit immigration policies continue to impact the UK hospitality labour market. StaySmart+ acts as a strategic mitigation tool, using AI to manage administrative tasks amidst potential staffing shortages.
· Economic: Fluctuating inflation rates in the UK affect the procurement of premium sustainable amenities. However, the premium nature of StaySmart+ allows for a "price skimming" strategy to maintain high margins.
· Social: There is a profound shift toward "Conscious Travel." Modern luxury guests demand transparency in sustainability. StaySmart+ directly addresses this through carbon-offsetting trackers and eco-focused amenities.
· Technological: The rapid evolution of Generative AI and Big Data analytics provides the technical foundation for the service, though it requires significant investment in cybersecurity.
· Legal: The project must navigate the UK GDPR and the Data Protection Act 2018. Collecting personalized guest data for AI-driven planning creates a high "compliance burden" for the Project Manager.
· Environmental: London’s "Net Zero" targets and the Green Tourism certification standards exert pressure on The Savoy to reduce its environmental footprint. StaySmart+ promotes paperless operations and smart energy management within guest suites.

3. Identification and Categorization of Key Stakeholders:
Effective stakeholder management begins with a comprehensive identification process. For the StaySmart+ project, stakeholders are not merely passive recipients of the service, but active participants whose influence can determine the project's trajectory. Following Freeman’s (1984) stakeholder identification framework, we have categorised these individuals and groups into internal and external spheres based on their relationship with The Savoy.
3.1. Internal Stakeholders:
These are individuals directly involved in the hotel’s operations and the project’s execution:
· The Board of Directors (Fairmont/Accor): Their primary interest lies in the project's Return on Investment (ROI) and brand alignment. They hold the ultimate decision-making power.
· Product Development & IT Teams: Responsible for the technical "backbone" of the AI tools. Their role is critical for ensuring that the technology integrates seamlessly with existing Property Management Systems (PMS).
· Front-of-House Staff & Concierge: As the primary users of the AI-interaction tools, their feedback is vital for operational feasibility.
· Sales and Marketing Department: Tasked with positioning StaySmart+ as a unique selling proposition (USP) in the global luxury market.



3.2. External Stakeholders
These parties exist outside the formal structure of The Savoy but are significantly impacted by the launch:
· Premium Elite Guests: The ultimate "beneficiaries" of the service. Their expectations for privacy and seamless luxury define the success of the AI tools.
· Technology Providers & AI Vendors: Strategic partners who supply the software and hardware. Their reliability is a major project risk factor.
· UK Data Regulators: Ensuring that the AI's data harvesting complies with UK GDPR.
· Sustainable Amenity Suppliers: Partners who provide the eco-focused materials integrated into the StaySmart+ experience.
3.3. Categorization: The Mendelow Matrix
To prioritize engagement efforts, we apply Mendelow’s Matrix (1991), which categorises stakeholders by their Power and Level of Interest:
· Key Players (High Power/High Interest): The Board of Directors and Technology Providers. They require "constant management" and deep engagement, as their withdrawal would lead to project failure.
· Keep Satisfied (High Power/Low Interest): UK Regulators and Shareholders. They hold the power to stop the project on legal or financial grounds and must be kept satisfied through formal compliance reporting.
· Keep Informed (Low Power/High Interest): Hotel Staff and Frequent Guests. While they have less formal power over the budget, their "buy-in" is essential for adoption. They require consistent communication and training.
· Minimal Effort (Low Power/Low Interest): General Suppliers and Local Community Groups. They require only basic monitoring through standard communication channels.


4. Detailed Roles, Responsibilities, and Stakeholder Challenges
The successful implementation of StaySmart+ at The Savoy requires a granular understanding of the symbiotic relationship between project roles and the specific benefits or hurdles each stakeholder group presents. According to Harrison and Wicks (2013), creating value for stakeholders involves balancing their competing interests to ensure long-term organizational health.
4.1. Roles and Contributions to Project Value
The Board of Directors at The Savoy serves as the "Sponsoring Stakeholder." Their role is to provide strategic governance and financial backing. The primary benefit they bring is capital and brand authority; however, their contribution is contingent upon the project's alignment with Fairmont’s global sustainability targets.
The IT and Product Development Teams act as the "Technical Architects." Their responsibility is to ensure that the AI-driven interaction tools do not become a "technological silo" but rather a seamless extension of the hotel’s infrastructure. Their benefit lies in technical innovation, ensuring that guest data is processed efficiently to provide real-time personalized travel planning.
The Front-of-House Staff (Butlers and Concierge) are the "Implementation Champions." Their role is the most critical for brand differentiation. They act as the human interface for StaySmart+, translating AI data into personalized service. The benefit of their involvement is the "Human-Tech Synergy," where technology facilitates, but does not replace the high-touch service for which The Savoy is famous.
4.2. Challenges and Friction Points
Despite the clear benefits, several stakeholders face significant challenges that could impede the project’s success:
· Staff Resistance (The "Replacement" Fear): A major challenge for the Front-of-House staff is the psychological barrier of "technological displacement." In a historic luxury setting like The Savoy, staff may fear that AI-driven guest interaction tools will render their roles obsolete. This resistance can lead to low adoption rates and poor guest interaction if the staff does not feel empowered by the tool.
· Privacy vs. Personalization (The Guest Dilemma): For Elite Guests, the challenge is the "Privacy Paradox." While they demand hyper-personalized services, they may feel uncomfortable with the level of data harvesting required by AI to anticipate their needs. If the project manager fails to communicate the security measures (compliance with UK GDPR), guests may perceive the service as intrusive rather than premium.
· Vendor Dependency: The Technology Providers present a challenge of "External Risk." The Savoy becomes dependent on the vendor’s ability to provide 24/7 support and updates. Any technical failure on their part reflects directly on The Savoy’s reputation, not the vendor’s.
· Regulatory Hurdles: UK Regulators pose a challenge through evolving legal frameworks. Ensuring that the AI’s decision-making processes are ethical and unbiased requires constant auditing, which can slow down the six-month rollout plan.
In conclusion, managing these roles involves a delicate trade-off. The Project Manager must ensure that the benefits of efficiency and personalization outweigh the challenges of cultural resistance and legal complexity.

5. Appropriate Frameworks, Models, and Theories for Engagement
To transition from stakeholder identification to active engagement, the project must utilize robust management frameworks. According to the Project Management Institute (PMI, 2021), a structured engagement plan is essential to minimize resistance and maximize the "buy-in" of critical actors. For the StaySmart+ rollout, we will apply the RACI Matrix and a Strategic Communication Plan.
5.1. The RACI Matrix: Defining Accountability
The RACI model (Responsible, Accountable, Consulted, and Informed) is employed to eliminate role ambiguity, which is a common cause of project delay in complex hospitality environments.
	
	Project Manager
	IT Dept.
	Front Office

	AI Integration & Testing
	R
	A
	C

	Data Privacy Compliance
	A
	R
	I

	Staff Training (StaySmart+)
	A
	C
	R

	Sustainability Audit
	R
	I
	C


· Logic: The Project Manager is Accountable (A) for training to ensure quality, but the Front Office is Responsible (R) for the actual execution, as they are the end-users who must master the tool.
5.2. Strategic Communication Plan
Engagement is driven by effective communication. We will adopt a "Push-Pull" communication strategy:
· Push Strategy: Delivering essential information to stakeholders via newsletters and formal briefings.
· Pull Strategy: Creating platforms where stakeholders can actively retrieve information or provide feedback, such as an internal "StaySmart+ Feedback Portal" for staff.
5.3. Stakeholder Engagement Theory: The Participation Ladder
Drawing on Arnstein’s Theory of Participation, the engagement for The Savoy aims to move stakeholders from "Consultation" to "Partnership." For instance, instead of simply telling the Concierge team how the AI works, we involve them in the "Machine Learning" phase. By allowing them to curate the AI’s local London recommendations, they become "Partners" in the service's design, increasing their psychological commitment to the project’s success.
5.4. Engagement through Sustainability (Social Exchange Theory)
[bookmark: _Int_Sfq30qCu]Based on Social Exchange Theory, stakeholders are more likely to engage if they perceive the benefits as outweighing the costs. By emphasizing the Sustainability features of StaySmart+ (such as real-time carbon footprint tracking for guests), we engage the "Environmental Regulators" and "Eco-conscious Guests" by aligning the project with their personal and institutional values. This creates a value-added relationship that transcends a mere service transaction.



6. Stakeholder Engagement Process and Conflict Management: The 4C’s Model
As the Project Manager for StaySmart+, the process of engaging stakeholders is not a one-time event but a continuous, iterative lifecycle of interaction. In a prestigious institution like The Savoy, where century-old tradition often clashes with 21st-century innovation, conflicts are inevitable. To mitigate these risks, we adopt the 4C’s Model: Communication, Collaboration, Consultation, and Commitment. This framework, supported by Fisher and Ury’s (1981) principled negotiation theory, ensures that conflicts are resolved by focusing on underlying interests rather than rigid positions.
6.1. Communication: Transparency as a Foundation
Communication is the primary vehicle for engagement and the first line of defense against resistance. For the StaySmart+ rollout, conflict often stems from Information Asymmetry—where staff or guests feel they do not have enough data about how the AI harvests and utilizes their personal information.
· Process: We will implement a "Multi-Channel Communication Matrix." This includes bi-weekly "Town Hall" meetings for internal staff and personalized digital briefings for elite guests.
· Conflict Resolution: If staff members express fear of "Technological Unemployment," the communication strategy shifts from "Instruction" to "Education." By transparently showing how the AI handles mundane administrative tasks (like taxi bookings or automated billing) while leaving the "emotional hospitality" to the humans, we reduce anxiety. According to Kotter’s (1996) Change Management Model, establishing a sense of urgency and communicating the vision clearly is the only way to dissolve the "status quo" barrier in a traditional environment like The Savoy.
6.2. Collaboration: Co-creation of Value
Collaboration involves working with stakeholders rather than at them. In the context of The Savoy, the most significant conflict arises between the "Tech-Driven" goals of the developers and the "Service-Driven" goals of the Concierge team.
· Process: We will establish a "StaySmart+ Design Council." This group will consist of IT experts and long-serving Savoy Butlers. They will collaborate on the AI’s "Tone of Voice" and the "Bespoke Travel Planning" algorithms to ensure the machine reflects the hotel’s Edwardian elegance.
· Conflict Resolution: When the IT team proposes a highly efficient but "impersonal" automated check-in, the Concierge team may block it to protect the guest experience. Through collaboration, we find a "Win-Win" middle ground: the AI handles the data entry before the guest arrives, but the physical key is still handed over with a personal, warm welcome by a human. This ensures both operational efficiency and the high luxury standards of Fairmont are met simultaneously.
6.3. Consultation: Capturing the Voice of the Guest
Consultation is the process of seeking the opinions of stakeholders to inform decision-making. For a global rollout, the primary conflict is Cultural Misalignment. What an American guest considers "efficient AI" might be perceived as "cold or disrespectful" by a Middle Eastern or Japanese guest accustomed to different hospitality norms.
· Process: We will conduct "Global Focus Groups" with members of the Fairmont Loyalty Program across different markets (London, Dubai, New York).
· Conflict Resolution: If consultation reveals that guests are uncomfortable with "Voice-AI" in their rooms due to privacy concerns, the Project Manager must be willing to adapt. The conflict is resolved through Strategic Flexibility: we make the AI features "Opt-In" rather than "Always-On." This demonstrates that The Savoy values guest privacy over technical ego, fostering deeper trust and long-term loyalty.
6.4. Commitment: Aligned Incentives
Commitment is the final stage where stakeholders move from mere "agreement" to true "ownership." The most common conflict here is "Incentive Misalignment," where the Board wants speed, but the staff feels overburdened by the new digital workload.
· Process: To secure commitment, we will align the StaySmart+ KPIs with the staff’s bonus structures and professional development plans. We will also secure a public commitment from the Board of Directors regarding a "No-Layoff Guarantee" related to the AI launch.
· Conflict Resolution: When a department fails to use the new system, the conflict is often due to a perceived lack of personal benefit. The Project Manager uses "Relational Engagement," highlighting how the system reduces manual paperwork by 30%. By proving that the "cost" of change is lower than the "benefit" of the new tool, we secure long-term commitment.

7. Impact of Stakeholder Engagement on Business Performance
The success of StaySmart+ at The Savoy cannot be measured solely by technical functionality, but by its impact on the organization's strategic KPIs. According to Kaplan and Norton’s Balanced Scorecard, performance must be evaluated through four lenses: Financial, Customer, Internal Processes, and Learning and Growth.
7.1. Financial Performance and RevPAR Growth
Critically, the engagement of Premium Guests and the Marketing Team leads to enhanced financial performance. By using AI to analyze guest preferences, The Savoy can implement "Hyper-Personalized Upselling."
· Impact: Research suggests that personalized experiences in luxury hospitality can increase RevPAR (Revenue Per Available Room) by 10-15%.
· Risk: However, if the IT Vendors (External Stakeholders) fail to provide a stable platform, the resulting technical glitches could lead to "Service Recovery Costs" (refunds or compensations). Financial success is therefore a direct reflection of the reliability of the stakeholder supply chain.
7.2. Brand Equity and the "Sustainability Premium"
The engagement of Regulatory Bodies and Sustainable Suppliers ensures that StaySmart+ meets the "Net Zero" targets required in London.
· Impact: In the modern market, brand differentiation is increasingly tied to ESG (Environmental, Social, and Governance) performance. By engaging stakeholders in the sustainability journey, The Savoy justifies a "Premium Price Point."
· Long-term Value: This strengthens the brand's resilience against modern competitors who may offer technology but lack the authentic, co-created sustainable integration that stakeholders have built at The Savoy.
7.3. Operational Efficiency and Employee Retention
Internal engagement through the 4C’s model improves efficiency. When staff are "Committed" to StaySmart+, the "Time-to-Service" for guest requests is reduced. AI-driven planning allows the concierge to handle complex itineraries in minutes rather than hours.
· Human Capital: Furthermore, involving staff in the design reduces the "Churn Rate." In the competitive London hospitality market, retaining trained talent is a significant cost-saving measure. A staff that feels empowered by technology rather than threatened by it is more likely to deliver the "Savoy Touch" that drives repeat business.
7.4. Ethical Considerations and Data Trust
A critical challenge is the Ethical Impact. If UK Data Regulators or Guests perceive the AI as intrusive, the "Trust Capital" of The Savoy will diminish. Engagement must ensure that data privacy is not just a legal "box-ticking" exercise but a core value. Failure here would lead to "Algorithmic Alienation," where the guest feels like a data point rather than a person, damaging the hotel’s reputation irreparably.

8. Strategic Recommendations for the Future
To ensure the long-term sustainability, scalability, and ethical integrity of the StaySmart+ ecosystem within The Savoy, the following strategic recommendations are proposed. These actions aim to transition the project from a temporary "launch phase" into a core pillar of the hotel’s long-term value proposition.
8.1. Establishment of a Permanent "Innovation Stakeholder Board"
The Savoy should avoid the common pitfall of dissolving the project team immediately after the six-month launch. Instead, the creation of a permanent Innovation Stakeholder Board is recommended. This body should follow a "Bi-generational Model," consisting of "Digital Natives" (junior staff with high technological fluency) and "Brand Guardians" (veteran staff and senior management who hold the institutional memory of The Savoy).
· Purpose: This board will meet quarterly to audit the AI’s performance and ensure that technological updates do not "drift" away from the hotel’s Edwardian heritage. By maintaining this cross-functional dialogue, the hotel ensures continuous Collaboration (the 2nd C), preventing the technology from becoming obsolete or culturally tone-deaf.
8.2. Implementation of a "Human-in-the-Loop" Ethical Framework
As AI becomes more autonomous in guest interaction, the risk of "Algorithmic Bias" or privacy breaches increases. A formal "Human-in-the-Loop" (HITL) policy must be enacted. This framework mandates that no high-impact AI-driven decision—such as a significant change in a guest’s personalized travel itinerary or the handling of sensitive medical/dietary data—is finalized without a human "double-check" by a qualified Savoy Butler or Manager.
· Purpose: This preserves the "Consultation" element of the 4C’s and maintains the "Trust Capital" between the guest and the brand. It ensures that technology remains an assistant to human excellence, rather than a replacement for it, thereby mitigating the ethical risks of automated hospitality.
8.3. Cross-Market Knowledge Sharing and "The Savoy Centre of Excellence"
As Fairmont Hotels & Resorts intends to scale StaySmart+ to international markets (such as Dubai, New York, and Singapore), The Savoy London should be officially designated as the "Global Centre of Excellence" for AI-integrated luxury.
· Purpose: We recommend a "Staff Exchange and Mentorship Program." Butlers and Front Office managers from international properties should undergo a residency at The Savoy to learn the specific engagement protocols developed during this pilot. This ensures global brand consistency and allows The Savoy to leverage its successful stakeholder engagement strategies as a blueprint for the entire group, fostering a culture of Knowledge Management and continuous learning.
8.4. Annual "Stakeholder Sustainability Summit"
To reinforce the sustainability pillar of StaySmart+, stakeholder engagement must extend beyond internal operations. The Savoy should host an annual "Sustainability Summit," inviting key external stakeholders, including eco-certified suppliers, elite guests (loyalty members), and local London environmental authorities.
· Purpose: During this summit, the hotel will transparently present the carbon-offsetting data and energy-saving metrics harvested by the StaySmart+ system. This creates a high level of Commitment (the 4th C) by demonstrating a measurable "Shared Value" (Porter & Kramer, 2011). It transforms sustainability from a marketing claim into a verified, stakeholder-endorsed competitive advantage, securing The Savoy’s position as a pioneer in "Ethical Luxury."
8.5. Continuous Feedback Loops and Agile Adaptation
Finally, the Project Manager should implement Agile feedback loops using real-time guest sentiment analysis. By continuously "Consulting" the data provided by StaySmart+ interactions, the hotel can pivot its service offerings in real-time. This proactive stance prevents stakeholder fatigue and ensures that the service evolves in direct response to changing global travel trends, ensuring the project’s longevity in a volatile market.

9. Conclusion
The successful deployment of the StaySmart+ service at The Savoy transcends the mere implementation of artificial intelligence; it represents a sophisticated exercise in strategic stakeholder management. As this report has demonstrated, the transition into "Hospitality 4.0" in a historic luxury environment requires a delicate equilibrium between technological efficiency and the preservation of human-centric brand heritage. By identifying and categorizing key stakeholders—from the high-level Board of Directors to the front-line Butlers and Concierge—The Savoy has moved beyond a "one-size-fits-all" approach toward a nuanced, engagement-driven strategy.
The application of robust frameworks such as the Mendelow Matrix and the RACI model has provided the necessary clarity to navigate the complexities of a six-month international rollout. Furthermore, the 4C’s Model (Communication, Collaboration, Consultation, and Commitment) has proven to be an essential tool for mitigating the inevitable conflicts that arise from "Technological Inertia" and the "Privacy Paradox." By fostering a culture of co-creation and transparency, the Project Manager has ensured that StaySmart+ is perceived not as a threat to traditional roles, but as a "digital co-pilot" that empowers staff to deliver a superior level of bespoke service.
Critically, the evaluation of business performance confirms that when stakeholders are effectively engaged, the results extend far beyond operational speed. The integration of AI-driven personalization and sustainability-focused amenities directly enhances The Savoy’s brand equity, guest loyalty, and financial resilience in the competitive London and global markets. However, the future success of this initiative remains contingent upon continuous ethical auditing and the maintenance of "Trust Capital" with guests and regulators.
[bookmark: _Int_UwK9LcUj]In conclusion, managing stakeholders for StaySmart+ is a dynamic process that demands constant adaptation. By placing the human element at the heart of the digital transformation, The Savoy ensures its continued leadership in the global hospitality industry. This project proves that even in the most traditional of institutions, innovation can flourish when it is supported by a committed, informed, and collaborative network of stakeholders.
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