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Stakeholder Management in the Launch of StaySmart+ at Hilton Hotels & Resorts



1. Introduction 

The global hospitality industry is undergoing rapid transformation driven by technological innovation, digitalisation, and evolving consumer expectations. Modern travellers increasingly demand personalised services, seamless digital experiences, and convenient interaction with hospitality providers. In response, international hotel groups are investing in artificial intelligence, mobile technologies, and smart room systems to enhance guest satisfaction and operational efficiency. These innovations enable hotels to personalise experiences, streamline operations, and improve service delivery across multiple markets.
Hilton Hotels & Resorts is one of the most recognised global hospitality brands. Founded in 1919, the company operates hundreds of hotels worldwide and serves both business and leisure travellers. Its strong reputation is based on high service standards, global brand recognition, and the successful Hilton Honors loyalty programme. This global presence enables Hilton to benefit from economies of scale and long-term customer relationships across international markets.
In recent years, Hilton has significantly invested in digital innovation to improve guest engagement and operational performance. Many properties have introduced mobile check-in, digital room keys, and online service platforms, reflecting the industry’s shift towards more personalised and technology-driven experiences.
To further strengthen its competitive position, Hilton plans to introduce a new premium service, StaySmart+. This initiative integrates artificial intelligence, personalised recommendations, and sustainability-focused smart room technologies. Through a mobile application, guests will be able to manage their stay, control room settings, request services, and access tailored recommendations for local experiences.
The StaySmart+ service will be rolled out across selected Hilton hotels worldwide within the next six months. Implementing such a large-scale innovation requires effective coordination across departments and stakeholder groups operating in diverse international contexts. Stakeholders—defined as individuals or groups who can influence or are affected by a project (Freeman, 2010)—play a critical role in ensuring successful implementation and long-term adoption.
As the project manager responsible for this initiative, it is essential to identify key stakeholders, understand their expectations, and develop appropriate engagement strategies. Effective stakeholder management helps minimise conflict, facilitate collaboration, and improve project outcomes by incorporating diverse perspectives during both planning and implementation stages.
The aim of this report is to identify and categorise key stakeholders involved in the StaySmart+ project, apply relevant stakeholder management frameworks, and critically evaluate the benefits, challenges, and ethical considerations associated with stakeholder engagement during the launch of this innovation.


2. Organisational Analysis: SWOT and PESTLE

Understanding Hilton’s organisational environment is essential prior to analysing stakeholder relationships and planning the implementation of the StaySmart+ initiative. Organisations operate within complex internal and external environments that influence strategic decision-making, operational capabilities, and long-term performance. A comprehensive understanding of these factors is therefore critical when planning large-scale innovation projects such as StaySmart+. Analysing both internal and external conditions enables project managers to identify potential opportunities, risks, and constraints that may affect project outcomes.
Strategic analytical tools such as SWOT and PESTLE provide structured approaches for examining these organisational conditions. SWOT analysis focuses on internal organisational factors by identifying strengths and weaknesses, while also considering external opportunities and threats that may influence competitive positioning. This approach enables managers to evaluate how existing organisational capabilities can support innovation initiatives such as StaySmart+.
PESTLE analysis, in contrast, examines broader macro-environmental influences, including political, economic, social, technological, legal, and environmental factors. These external forces can significantly affect organisational strategy and project implementation. By applying both SWOT and PESTLE analyses, Hilton can develop a comprehensive understanding of the strategic context in which the StaySmart+ service will be introduced and identify key factors that may influence its success.




SWOT Analysis
Table 1: SWOT Analysis of Hilton Hotels & Resorts
	Strengths
	Weaknesses

	Strong global brand reputation
	Complex organisational structure

	Large international customer base
	Legacy IT systems in some hotels

	Strong financial resources
	Employee training requirements

	Hilton Honors loyalty programme
	Integration challenges with new technology

	Experience in hospitality innovation
	Coordination challenges across global properties


	Opportunities
	Threats

	Growing demand for digital hospitality services
	Competitors launching similar innovations

	Personalised guest experiences using AI
	Cybersecurity risks

	Smart technologies supporting sustainability
	Data privacy concerns

	Data analytics improving marketing insight
	Economic downturn affecting travel demand


The SWOT analysis indicates that Hilton possesses strong organisational capabilities to support digital transformation initiatives such as StaySmart+. A key strength is its well-established global brand reputation, supported by extensive experience within the hospitality industry. In addition, Hilton benefits from a large international customer base and a successful loyalty programme, Hilton Honors, which enables the organisation to maintain long-term customer relationships and encourage repeat visits. These strengths provide favourable conditions for introducing innovative services that enhance customer experience and strengthen competitive advantage.
However, the analysis also identifies several internal challenges that may affect the implementation of the StaySmart+ initiative. For example, Hilton’s complex organisational structure may slow decision-making processes and reduce operational flexibility. Furthermore, legacy IT systems in some properties may create integration difficulties when introducing new digital technologies. This may increase implementation costs and require additional technical expertise.
Employee readiness also represents a potential constraint, as staff may require extensive training to effectively utilise new systems. Without adequate training and change management strategies, there is a risk of resistance to technological adoption, which could negatively impact service delivery.
Despite these challenges, Hilton’s strong financial resources, global presence, and commitment to innovation provide a solid foundation for successfully implementing digital transformation initiatives. However, the organisation must carefully manage these internal weaknesses to fully realise the benefits of the StaySmart+ service.
PESTLE Analysis
Table 2: PESTLE Analysis Affecting StaySmart+
	Factor
	Impact

	Political
	Tourism policies and international travel regulations influence demand

	Economic
	Inflation and exchange rates affect travel behaviour

	Social
	Customers expect personalised and technology-enabled experiences

	Technological
	Advances in AI, IoT and mobile apps enable smart hospitality services

	Legal
	Compliance with GDPR and global data protection regulations

	Environmental
	Growing demand for sustainable and energy-efficient hotels



The PESTLE analysis highlights that technological advancements and evolving social expectations are key drivers of digital transformation within the hospitality sector. Modern travellers increasingly demand personalised, efficient, and technology-enabled services, encouraging organisations to invest in digital solutions such as mobile applications, artificial intelligence systems, and smart room technologies. These innovations enhance both customer experience and operational efficiency.
However, external factors also introduce significant challenges. Legal requirements, particularly compliance with data protection regulations such as GDPR, impose strict obligations on organisations regarding the collection and use of customer data. Failure to comply with these regulations may result in reputational damage and financial penalties.
Economic factors, including inflation and fluctuations in exchange rates, may influence travel demand and affect the financial performance of hospitality organisations. Similarly, environmental concerns are becoming increasingly important, with customers expecting hotels to adopt sustainable practices. While smart technologies can support energy efficiency, their implementation may require substantial initial investment.
Overall, the PESTLE analysis demonstrates that while the external environment presents significant opportunities for innovation, it also introduces regulatory, economic, and environmental challenges that must be carefully managed.


3. Stakeholder Identification and Classification

Stakeholders are individuals or groups who can influence or are influenced by organisational activities. According to Freeman (2010), organisations must consider stakeholder interests when making strategic decisions, as their actions and expectations can significantly affect project outcomes. In the context of large-scale innovation initiatives, early stakeholder identification is essential, as it enables organisations to anticipate potential risks, identify opportunities, and determine areas where collaboration is required.
For the StaySmart+ project, stakeholders can be broadly categorised into internal and external groups. Internal stakeholders are individuals or departments within the organisation who are directly involved in the planning, development, and implementation of the service. Their involvement is critical because they provide operational expertise, strategic direction, and organisational resources that support project delivery.

Table 3: Selected Stakeholder Analysis for the StaySmart+ Project
	Stakeholder
	Interest
	Involvement
	Influence
	Impact

	Project Manager
	H
	H
	H
	H

	IT Department
	H
	H
	H
	M

	Employees
	M
	M
	L
	M

	Technology Supplier
	L
	M
	M
	L


The table highlights variations in stakeholder influence, interest, and involvement, demonstrating that not all stakeholders contribute equally to project outcomes. For example, the project manager plays a central role with high influence and involvement, while technology suppliers, although important, have more limited direct impact on day-to-day decision-making. This differentiation is important for prioritising engagement strategies and allocating resources effectively.

Internal Stakeholders
· Senior management
· Project management team
· IT department
· Operations staff
· Marketing department
· Human resources department
Senior management provide strategic leadership and financial support for the project. Their decisions influence investment levels, project priorities, and alignment with organisational strategy. Without strong executive support, innovation initiatives such as StaySmart+ may face delays or lack sufficient resources.
The project management team is responsible for coordinating implementation activities and ensuring that project objectives are achieved within defined timelines and budgets. Project managers play a key role in facilitating communication between departments and resolving potential conflicts between stakeholders with differing priorities.
The IT department is responsible for developing and maintaining the technological infrastructure required for StaySmart+. This includes system integration, cybersecurity, and ongoing technical support. However, their role also presents risks, as integration with legacy systems may create technical challenges that could delay implementation.
Operations staff interact directly with guests and therefore play a crucial role in delivering the customer experience. Their acceptance of the new system is essential for successful implementation. Resistance to change or inadequate training may negatively affect service quality, highlighting the importance of effective change management strategies.
Marketing teams are responsible for communicating the value of StaySmart+ to customers through promotional campaigns and digital channels. Their effectiveness directly influences customer adoption rates. Human resources departments support the project by managing training programmes and organisational change processes, ensuring that employees are prepared to adopt new technologies.

External Stakeholders
External stakeholders include individuals or organisations outside the company who influence or are affected by the project.
· Hotel guests
· Technology suppliers
· Investors and hotel owners
· Government regulators
· Online travel agencies
· Local communities
Guests are the primary beneficiaries of the StaySmart+ service, and their acceptance ultimately determines project success. Their expectations for convenience, personalisation, and data security must therefore be carefully managed.
Technology suppliers provide the infrastructure required to implement the system and must work closely with internal IT teams. However, reliance on external suppliers may create dependency risks, particularly if technical issues arise.
Investors and hotel owners focus on financial performance and return on investment. While they may support innovation, they may also be concerned about implementation costs and associated risks.
Government regulators ensure compliance with legal frameworks, particularly in relation to data protection and consumer rights. Their influence is significant, as non-compliance may result in legal and reputational consequences.
Online travel agencies play a key role in marketing and distribution, influencing customer access to hotel services. Local communities may benefit indirectly from increased tourism but may also be affected by environmental and social impacts.

Critical Evaluation
Stakeholder identification provides a foundation for effective engagement strategies; however, it also reveals the complexity of managing diverse stakeholder interests. Different stakeholders possess varying levels of power, interest, and influence, which may lead to conflicting expectations. For example, investors may prioritise financial returns, while employees may be more concerned with workload and job security.
Understanding these differences enables project managers to prioritise stakeholders and tailor communication strategies accordingly. For instance, high-power stakeholders such as senior management require close management, while other groups may only need to be kept informed.
This classification also supports the application of stakeholder management frameworks, such as the power–interest matrix, which is used later in the project planning process. By categorising stakeholders according to their level of influence and interest, project managers can allocate resources more effectively and improve decision-making.
Overall, effective stakeholder identification and classification are essential for ensuring collaboration, reducing conflict, and supporting the successful implementation of the StaySmart+ initiative.





4. Roles, Benefits and Challenges of Stakeholders

Stakeholders play diverse roles during project implementation, contributing to the success of the StaySmart+ initiative in different ways. Understanding these roles is essential for effective project management, as it ensures clear responsibilities and supports collaboration throughout the project lifecycle. However, stakeholder involvement also introduces complexity, as different groups may have competing priorities and expectations.
Senior management provides strategic leadership and allocates financial resources, influencing investment decisions and long-term organisational direction. While supporting innovation to strengthen competitive advantage, they must also carefully evaluate financial risks associated with large-scale digital transformation.
The project management team coordinates implementation and ensures that activities are delivered within the planned timeline and budget. As noted by Kerzner (2022), effective project management requires balancing stakeholder interests while maintaining focus on overall objectives. Project managers therefore act as mediators, addressing conflicts and ensuring alignment. This role is particularly challenging in global projects, where cultural and organisational differences may affect decision-making.
The IT department develops and maintains the technological infrastructure required for StaySmart+, including system integration and cybersecurity. Collaboration with external technology suppliers is essential but introduces risks such as vendor dependency and integration challenges. Technical failures may negatively affect both guest experience and organisational reputation.
Operations staff are responsible for delivering the service in practice, making their role critical to customer experience. However, the introduction of new technologies may lead to resistance, particularly if employees feel unprepared or concerned about workload or job security. This highlights the importance of training and change management.
Marketing teams promote StaySmart+ and influence customer adoption through communication strategies. While effective marketing can strengthen brand positioning, unrealistic expectations may result in customer dissatisfaction during early implementation stages.
Guests benefit from increased convenience and personalisation, but concerns regarding data privacy and security may limit trust and adoption. Similarly, investors and hotel owners focus on financial performance and return on investment, which may create tension between long-term strategic benefits and short-term costs.
Overall, stakeholder involvement enhances collaboration, innovation, and project effectiveness but also introduces challenges such as conflicting interests, resistance to change, and risk management. Balancing these competing expectations is a key responsibility of the project manager during the implementation of the StaySmart+ initiative.


5. Stakeholder Management Frameworks

Stakeholder management frameworks provide structured approaches that enable project managers to organise, analyse, and prioritise stakeholder engagement activities throughout the project lifecycle. These frameworks are particularly valuable in complex, large-scale projects such as the StaySmart+ initiative, where multiple stakeholders with varying levels of influence and interest must be effectively managed.
One widely used framework is the power–interest matrix, which categorises stakeholders according to their level of influence (power) and their degree of interest in the project. This tool enables project managers to identify which stakeholders require close management, which should be kept satisfied, which should be kept informed, and which require minimal effort. By applying this framework, project managers can allocate communication resources more efficiently and ensure that key stakeholders receive appropriate levels of attention.










Power–Interest Matrix

Table 4: Stakeholder Power–Interest Matrix
	High Power / High Interest
	High Power / Low Interest

	Senior Management
	Government Regulators

	Investors
	Hotel Owners

	General Manager
	Technology Providers


	Low Power / High Interest
	Low Power / Low Interest

	Employees
	Local Communities

	Guests
	Casual Visitors

	Marketing Team
	Indirect Partners


The matrix demonstrates that stakeholders such as senior management and investors possess both high power and high interest, requiring close engagement and active management throughout the project. In contrast, stakeholders such as government regulators, while having high power, may have lower direct interest in daily project activities and therefore require regular but less intensive communication.
Stakeholders with high interest but lower power, such as employees and guests, play a critical operational role in the success of StaySmart+. Although they may not influence strategic decisions directly, their acceptance and engagement significantly impact service delivery and customer experience. As a result, they should be kept informed and actively engaged through feedback mechanisms and communication strategies.
However, while the power–interest matrix is a useful tool for stakeholder prioritisation, it has certain limitations. It simplifies stakeholder relationships into fixed categories and may not fully capture dynamic changes in stakeholder influence over time. For example, guests may initially have low influence, but their collective feedback can significantly impact organisational decisions. Therefore, project managers must regularly review and update stakeholder classifications to reflect evolving project conditions.

RACI Matrix
Table 5: RACI Matrix for StaySmart+ Implementation
	Activity
	Project Manager
	Senior Management
	IT Team
	Operations
	Marketing
	Suppliers

	Project planning
	R
	A
	C
	C
	C
	I

	Budget approval
	C
	A
	I
	I
	I
	I

	System development
	C
	I
	R
	C
	I
	R

	Staff training
	R
	C
	C
	R
	I
	I

	Marketing launch
	C
	I
	I
	C
	R
	I

	Implementation
	R
	C
	R
	R
	C
	C

	Monitoring and evaluation
	R
	A
	C
	C
	C
	I


Key:

R – Responsible (the person or team responsible for completing the task)

A – Accountable (the person who has overall ownership and final decision-making authority)

C – Consulted (stakeholders who provide input and expertise during the process)

I – Informed (stakeholders who are kept updated about progress and outcomes)

The RACI matrix provides a structured approach to defining roles and responsibilities within the project by identifying who is responsible, accountable, consulted, and informed for each activity. This framework enhances clarity and reduces ambiguity, ensuring that all stakeholders understand their roles in the implementation process.
In the context of the StaySmart+ initiative, the RACI matrix demonstrates that the project manager is responsible for coordinating key activities, while senior management retains accountability for critical decisions such as budget approval and overall project performance. The IT team plays a central role in system development, while operations staff are responsible for implementing the service in practice.
The use of the RACI framework supports effective coordination between departments and helps prevent duplication of effort or gaps in responsibility. However, it also has limitations. In complex projects, roles may overlap, and strict categorisation may not fully reflect the collaborative nature of stakeholder interactions. Additionally, the RACI model does not explicitly address stakeholder influence or engagement levels, meaning it should be used alongside other frameworks, such as the power–interest matrix, for a more comprehensive stakeholder management approach.

Critical Evaluation

Overall, the combined use of the power–interest matrix and the RACI framework provides a comprehensive approach to stakeholder management. The power–interest matrix supports stakeholder prioritisation and engagement strategy development, while the RACI matrix clarifies roles and responsibilities within the project.
However, both frameworks have limitations when used in isolation. The power–interest matrix may oversimplify stakeholder relationships, while the RACI model may not capture informal influence or evolving stakeholder dynamics. Therefore, effective stakeholder management requires a flexible approach, where these tools are used in combination and regularly updated to reflect changes in the project environment.
By integrating these frameworks, project managers can improve communication, enhance coordination, and reduce the risk of conflict, thereby increasing the likelihood of successful implementation of the StaySmart+ initiative.
6. Stakeholder Engagement Strategy

Effective stakeholder engagement requires continuous communication, collaboration, consultation, and commitment throughout the project lifecycle to ensure the successful implementation of the StaySmart+ initiative. A clear engagement strategy helps align stakeholder expectations, reduce resistance to change, and support coordinated decision-making across the organisation.
Communication is a key element of stakeholder engagement, as it ensures that stakeholders understand project objectives, expected benefits, and their roles in the implementation process. Regular meetings, progress reports, and digital communication platforms can improve transparency and keep stakeholders informed. However, communication must be carefully managed to avoid confusion or information overload.
Collaboration between departments is also essential, particularly in a project such as StaySmart+ that requires coordination between IT, marketing, operations, and human resources. Cross-functional collaboration supports knowledge sharing and helps integrate new technologies into existing processes. At the same time, differences in departmental priorities may create challenges that require effective coordination.
Consultation enables organisations to gather feedback from stakeholders before and during implementation. For example, pilot testing involving employees and guests can provide valuable insights into system usability and service quality. This helps identify potential issues early and improve the system before full deployment.
Given Hilton’s global operations, stakeholder engagement strategies must also consider cultural differences across international markets. Variations in communication styles and attitudes towards technology may influence stakeholder responses, making flexibility an important aspect of engagement.
Transparency is particularly important when digital technologies involve personal data. Clear communication about data usage and protection can strengthen stakeholder trust and support compliance with regulations such as GDPR.
Finally, strong leadership is essential for effective stakeholder engagement. Senior management plays a key role in promoting the project, encouraging collaboration, and supporting organisational change.
Overall, an effective stakeholder engagement strategy requires a balanced approach that combines communication, collaboration, consultation, and leadership to support the successful implementation of the StaySmart+ initiative.

7. Benefits, Challenges and Ethical Considerations

Stakeholder engagement plays a crucial role in the successful implementation of organisational innovations such as the StaySmart+ initiative. Effective engagement can strengthen relationships, improve communication, and support collaboration throughout the project lifecycle. When stakeholders understand project objectives and are actively involved, they are more likely to support implementation and contribute positively to outcomes.
A key benefit of stakeholder engagement is the development of trust. Transparent communication enables stakeholders to understand the purpose and value of the project, facilitating smoother implementation. In the context of StaySmart+, engagement with employees, suppliers, and customers supports service effectiveness, while cross-departmental collaboration enhances problem-solving and reduces resistance to change. However, achieving effective collaboration in a global organisation requires strong coordination and consistent communication.
Despite these advantages, stakeholder engagement presents challenges. Different stakeholder groups often have conflicting priorities; for example, investors may focus on financial performance, while employees may be concerned with job security and workload, and guests may prioritise convenience and service quality. Managing these competing interests requires effective communication and the ability to balance short-term operational pressures with long-term strategic goals.
Ethical considerations are particularly significant in digital transformation. The use of artificial intelligence and data-driven systems raises concerns regarding data privacy and cybersecurity. Organisations must ensure that data is collected transparently, stored securely, and used responsibly, while complying with regulations such as GDPR to maintain trust and avoid legal risks.
Digital transformation also has implications for employment. Automation may reduce the need for certain roles, making it essential for organisations to provide training and reskilling opportunities. Failure to address these issues may result in reduced employee morale and resistance to change.
In addition, digital accessibility must be considered, as not all guests are comfortable using automated systems. Hotels should ensure that digital services complement rather than replace human interaction to maintain service quality.
Sustainability represents a further ethical dimension. Smart technologies can improve energy efficiency and reduce environmental impact, although their implementation may involve significant initial costs, creating a trade-off between short-term investment and long-term benefits.
Overall, stakeholder engagement offers significant benefits but also introduces challenges and ethical considerations. Addressing these effectively requires transparent communication, responsible data management, and a balanced approach to technological adoption to support the successful implementation of the StaySmart+ initiative.

8. Conclusion

The StaySmart+ project represents a significant digital innovation within Hilton Hotels & Resorts, aimed at enhancing guest experience while improving operational efficiency and competitive positioning within the global hospitality market. As the industry becomes increasingly shaped by digital technologies, organisations must continuously adapt their services to meet evolving customer expectations.
The successful implementation of StaySmart+ depends on effective stakeholder management and strong collaboration between internal and external stakeholders. Internal stakeholders, including senior management, project teams, IT departments, and operational staff, play a critical role in delivering the service, while external stakeholders such as guests, investors, suppliers, and regulators influence the project through their expectations, financial interests, and regulatory requirements.
The application of stakeholder management frameworks, including the power–interest matrix and the RACI model, supports improved communication, coordination, and accountability. These tools enable clearer role definition and more effective alignment of project activities with organisational objectives. In addition, well-structured stakeholder engagement strategies can reduce resistance to change and strengthen stakeholder commitment.
At the same time, ethical considerations such as data privacy, digital accessibility, and sustainability must be carefully managed to maintain trust and protect organisational reputation.
Ultimately, the success of StaySmart+ depends not only on technological innovation but also on Hilton’s ability to manage stakeholder relationships effectively, balance competing interests, and adapt to ongoing industry changes. The insights gained from this initiative may also inform future digital transformation strategies within the global hospitality sector.
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