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[bookmark: _Toc225457101]EXECUTIVE SUMMARY
This report evaluates the stakeholder engagement of the StaySmart+ launch of Marriott International AI based service in the properties of London, Birmingham, Dubai, Singapore and New York. The analysis is structured into twelve stakeholders identified by Freeman (1984) into his stakeholder theory, Mendelow (1991) in his power-interest matrix, and the 4Cs into the structure of the row. SWOT and PESTLE reveals that the two most important implementation risks are compliance and resistance to GDPR by the frontline staff. Johnson, Whittington and Scholes (2023) define that the quality of stakeholder engagement is a better predictor of the project than technical capability, which is an assumption that is applied to all sections. Engagement is enshrined in six recommendations that are long-lasting organisational competencies.
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[bookmark: _Toc225457102]1.0 INTRODUCTION
The Marriott International corporation runs about 8,785 properties in 139 countries under 31 hotel brands with over 785,000 associates working in 139 countries with big revenues of more than 23 billion US dollars (Marriott International, 2024). The London Marriott Hotel County Hall and the Marriott Hotel Birmingham are also flagship properties in the United Kingdom of the EMEA rollout of the StaySmart+ programme and are the main delivery centres of the latter. The Bonvoy loyalty programme implemented by Marriott has a network of 196 million members, which is the basis of the data architecture central to the personalisation feature of StaySmart+ and the ability to segment the loyalty programme based on behavioural data, unlike loyalty programmes of competitors where the data structure is not so thorough. Armstrong and Kotler (2022) claim that premier hospitality brands functioning on the international stage have a unique dilemma of ensuring conformity of the brand to the demands of local cultural guidelines and providing the adoption of service delivery in accordance with the needs of the surrounding environment, and it is a tension such as this that moves stakeholder engagement into the administrative necessity and strategic priority.
StaySmart+ is an AI-based guest engagement technology, personalised travel planning, and sustainability amenities which are incorporated across 12 chosen properties in six months rollout. The framework of sustainability offered by Serve 360, directly applies to the situation because the sustainability amenities offered by Marriott are also one of the key service differentiations on par with AI capability (Marriott International, 2023). The key difficulty with technical deployment as the Project Manager is getting the complex multi-tiered stakeholder network working through various regulatory, cultural and operation realities. Johnson et al. (2023) claim that achievement of implementation is possible by viewing stakeholder management as a dynamic process, which should be continued throughout projects initiation up to the evaluation of the implemented project rather than an activity that needs to be planned only once.
[bookmark: _Toc225457103]2.0 SITUATIONAL ANALYSIS
[bookmark: _Toc225457104]2.1 SWOT Analysis
According to Kotler and Keller (2022), situational tools are only going to generate actionable insight when the analysis of strengths is conducted against particular project requirements as opposed to the generic organisational qualities. Bonvoy data infrastructure is the considerable advantage of the StaySmart+ business proposal by Marriott, but the GDPR also limits the processing of the information about the guest by the AI engine, that is, the business prospects of the technology are defined by the legal framework of the regulations rather than by the technology itself. Crane and Matten (2022) single out frontline staff resistance as the least recognised internal vulnerability during the digital transformation and suggest that organisations falsely identify the workforce issues as communication issues instead of the practical reaction to actual employment uncertainty, which, in the first place, stipulates the necessary engagement response.
Table 1: SWOT Analysis - Marriott International and StaySmart+
	STRENGTHS
	WEAKNESSES

	Global recognition across 31 brands
Bonvoy loyalty: 196 million members
Established data infrastructure
Strong financial reserves for AI investment
	Frontline staff resistance to digital change
Complex multi-brand consistency challenges
High third-party vendor dependency
Limited internal AI expertise in EMEA

	OPPORTUNITIES
	THREATS

	AI reducing costs 15-20% (Deloitte, 2023)
73% travellers prioritise sustainability (UNWTO, 2023)
Premium travel recovery post-pandemic
Regulatory incentives for green hospitality
	GDPR constraining AI data processing
Hilton and IHG rival AI implementations
Cybersecurity risks from system integration
Geopolitical instability across target markets
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According to McKinsey and Company (2023), in customer-facing service applications, the average time of regulatory compliance of AI deployments ranges three to six months, and this point of view should change the timeline of the StaySmart+ baseline instead of languish in the risk register. The Asian and European markets have exhibited social varying levels of AI acceptance, which require disaggregated engagement depending on the location of deployment as opposed to global engagement using an identical strategy found as one of the main reasons of underperforming international hospitality projects (Kotler, Bowen and Makens, 2017).

Table 2: PESTLE Analysis - StaySmart+ Deployment Context
	FACTOR
	CRITICAL EVALUATION

	Political
	Post-Brexit labour shortages limit UK training capacity. Instability in Dubai and Singapore markets creates deployment risk.

	Economic
	Inflationary cost pressures persist; premium travel is recovering (UNWTO, 2023). AI investment requires upfront capital with delayed ROI.

	Social
	Guest expectations of hyper-personalisation are rising. Cultural variation in AI acceptance across Asian and European markets demands differentiated engagement (Kotler and Keller, 2022).

	Technological
	AI obsolescence risk if deployment extends beyond six months. PMS integration across 12 properties consistently exceeds initial complexity estimates (McKinsey and Company, 2023).

	Legal
	GDPR and UK Data Protection Act 2018 constrain data processing. Employment law implications of AI-driven role changes require proactive HR planning from project initiation.

	Environmental
	Serve 360 targets must be embedded in service specifications from the start, not retrofitted later (Marriott International, 2023). Carbon reporting obligations are expanding.



[bookmark: _Toc225457106]2.3 SMART Objectives
The project is infused with five SMART objectives, which entail deploying to 12 properties in six months; satisfying the guests with 85 percent or more of AI interaction in three months of launching the project; obtaining all departmental sign-off in eight weeks; aligning all service capabilities with Serve 360 sustainability population with by month two; conducting a complete pilot review in month four to inform global scaling decision by month six.
[bookmark: _Toc225457107]3.0 KEY STAKEHOLDERS
According to Freeman (1984, p.46), a stakeholder is any group or an individual that can influence or is influenced in the attainment of the organisational goals. This definition is inadequate as a prioritisation tool without the salience model by Mitchell, Agle and Wood (1997) that evaluates the importance of the stakeholder in terms of power, legitimacy and urgency to create dynamism in prioritisation as the project lifecycle progresses. Regulatory bodies have high power and legitimacy in the entirety but low urgency in the entirety and increasing urgency in event of compliance problems experienced in pilot testing which necessitates the project initiator to invest in relationships proactively as opposed to reactively where urgency forced action because of deadline constraints.
Table 3: Stakeholder Classification Using Mendelow's Power-Interest Matrix (1991)
	STAKEHOLDER
	TYPE
	POWER
	INTEREST
	MENDELOW CATEGORY

	C-Suite and Board
	Internal
	High
	Medium
	Keep Satisfied

	IT and Technology Department
	Internal
	High
	High
	Key Player

	Product Development Team
	Internal
	High
	High
	Key Player

	Marketing and Sales
	Internal
	High
	High
	Key Player

	Hotel Operations Managers
	Internal
	Medium
	High
	Keep Satisfied

	Frontline Staff
	Internal
	Low
	High
	Keep Informed

	Hotel Guests
	External
	Low
	High
	Keep Informed

	Technology Vendors
	External
	High
	High
	Key Player

	Regulatory Bodies (ICO)
	External
	High
	Low
	Keep Satisfied

	Investors and Shareholders
	External
	High
	Low
	Keep Satisfied

	Sustainability NGO Partners
	External
	Low
	High
	Keep Informed

	Local Communities
	External
	Low
	Low
	Minimal Effort



The categorization of frontline staffs as low power is very important to be questioned. The framework used by Mendelow (1991) is applied to measure formal institutional power rather than the operational power frontline workers have over them in terms of quality of service delivery and their disposition towards AI tools in their interactions with the guests. Christopher, Payne and Ballantyne (2013) prove that service organisations that view frontline engagement as peripheral always report implementation failures that cannot be mitigated by technically competent systems as occasionally encountered by staff attitude in interpreting the guest experience of the technology. This is affirmed by Ashcroft (2017), who states that genuine frontline interaction leads to the creation of discretionary work that can never be reproduced by the contract. Technology vendors are no exception: Bourne (2016) claims that, based on contractual agreements, vendor relationships would yield minimum effort necessities instead of team-based problem-solving necessary in complex implementations when unanticipated obstacles have been discovered or emerge during the time constraint time.
[bookmark: _Toc225457108]4.0 ROLES, RESPONSIBILITIES, BENEFITS AND CHALLENGES
[bookmark: _Toc225457109]4.1 RACI Matrix
Project Management Institute (2021) cautions that a lack of sufficient consultation through over-concentration of responsibility without adequate consultation structures result in bottlenecks besides lack of cross-functional ownership and this is specifically necessary during system development and pilot testing stages where knowledge of guests behaviour and services constraints are necessary to make decisions that will work in property of varying types. A certain risk is revealed in the RACI matrix below: Marketing has core responsibility in the post-launch performance and is aligned as a Consulted party in the system development, which leaves a vacuum between the commercial needs and the design that structured collaboration has to fill before locking in the design decisions.
Table 4: RACI Matrix for StaySmart+ Launch Activities (R=Responsible, A=Accountable, C=Consulted, I=Informed)
	ACTIVITY
	C-SUITE
	IT DEPT
	PRODUCT
	MARKETING
	OPERATIONS
	VENDOR
	LEGAL

	Strategy Approval
	A
	C
	C
	C
	I
	I
	C

	System Development
	I
	R
	R
	C
	C
	R
	C

	Pilot Testing
	A
	R
	R
	I
	R
	R
	I

	Staff Training
	I
	C
	I
	I
	R
	C
	I

	Marketing Launch
	A
	I
	C
	R
	C
	I
	C

	Compliance Review
	A
	C
	I
	I
	I
	C
	R

	Post-Launch Evaluation
	A
	R
	R
	R
	R
	C
	C



[bookmark: _Toc225457110]4.2 Benefits and Challenges by Stakeholder Group
It provides AI capability to Technology Department, which positions it as a regional centre of competence, but has a complex PMS integration that, according to Johnson et al. (2023), is always higher by half to two-thirds in hospitality settings than initially anticipated. Marketing and Sales obtain more precise data on personalisation to further target Bonvoy campaign promotions but the explicit consent mandate of GDPR restrains the size of data, which presents a direct conflict between commercial desire and legal compulsion that a Data Governance Committee has to address instead of leaving to the whims of the various departments. The frontline staff have the toughest responsibility: Kotler and Keller (2022) state that job-security anxiety is the least estimated factor that hinders service innovation in capital-intensive sectors. Slack and Brandon-Jones (2022) confirm that AI-based operational efficiency benefits are optimised with co-designing tools with frontline workers, as frontline worker expertise can eliminate the possibility of implementation of technically-feasible yet operationally-unfeasible functionality that causes both variants of friction to both workers and guests. This confirms that frontline engagement is an ethical and a measurable commercial requirement than one of discretionary investment.
[bookmark: _Toc225457111]5.0 STAKEHOLDER ENGAGEMENT FRAMEWORKS, MODELS AND THEORIES
[bookmark: _Toc225457112]5.1 Freeman's Stakeholder Theory and Engagement Frameworks
The stakeholder theory of Freeman (1984) lays the foundation of the importance of managing relations with all the groups including the stakeholders afflicted by an organisation than optimising the returns to shareholders. The contribution to the monetary benefit of AI investment applied to the StaySmart+ is the intangible aspect of the relationships that Marriott forms with guests, employees, suppliers, and regulators during the implementation. Ashcroft (2017) goes further and reveals that the relational capital inspired by genuine interaction is more permanent compared to instrumental management based on a project outcome logic since it creates goodwill and operational flexibility, impractical to create with financial stimuli. The main shortcoming of the theory in a global hospitality environment is that the implicit assumption of the theory that the stakeholder relationship remains constant: in five markets with a different regulatory and cultural setting, the stakeholder positions change significantly, and requires the repetitive remapping of the positions at each milestone of the project but not one classification exercise at the start, which most project management practises do not live up to.
[bookmark: _Toc225457113]5.2 Communication Plan
The authors suggest that engagement plans need to consider every conceivable motivation of the stakeholders instead of viewing them as rational actors who react in a proportional way to information being provided (Armstrong and Kotler, 2022). Porter (1985) illustrates that those organisations whose internal coordination systems are matched with external competitive positioning realise sustainable benefits, that is, the communication plan at Marriott needs to support the competitive differentiation of StaySmart+ on the personalisation and sustainability rather than as a parallel administrative activity. Kotler, Bowen and Makens (2017) affirm that such engagement strategies that are successful in a given hospitality market often fail in another because the assumption of cultural anticipations is not addressed, and the Localisation power of Regional General Managers must be central to the structure.
Table 5: StaySmart+ Stakeholder Communication Plan
	STAKEHOLDER
	METHOD
	FREQUENCY
	OWNER
	KEY MESSAGE

	C-Suite
	Executive briefings and dashboards
	Monthly
	Project Manager
	Strategic progress and financial KPIs

	IT and Product Team
	Agile sprint reviews
	Weekly
	IT Lead
	Technical milestones and risks

	Hotel Operations
	In-person briefings
	Bi-weekly
	Regional Manager
	Operational impact and training schedule

	Frontline Staff
	Team meetings and digital portal
	Weekly
	HR and Operations
	Role clarity and career pathway

	Technology Vendors
	Contract and SLA reviews
	Bi-weekly
	Procurement
	Delivery milestones and obligations

	Regulatory Bodies
	Formal correspondence
	As required
	Legal Team
	GDPR compliance standards

	Hotel Guests
	App notifications and in-room materials
	Ongoing
	Marketing
	Service benefits and data consent

	Investors
	Quarterly reports
	Quarterly
	CFO
	ROI projections and brand differentiation



[bookmark: _Toc225457114]6.0 STAKEHOLDER ENGAGEMENT PROCESS AND CONFLICT MANAGEMENT
[bookmark: _Toc225457115]6.1 The Project Manager's Role
Being a Project Manager, the task coordination is not only the task but also the active relationship management within a multi-cultural network with competing priorities. Johnson et al. (2023) claim that project managers operating in multifaceted multi-market implementation are acting as boundary- spanners between the strategic leadership intent and operational delivery at property level which requires political sensitiveness and technical expertise. The model of communication, collaboration, consultation, and commitment (4Cs) offers the hierarchy of executing this role in an organised manner.
[bookmark: _Toc225457116]6.2 The 4C's Model Applied to StaySmart+
6.2.1 Communication
Ashcroft (2017) makes a difference between transactional and relational communication, the former of which transmits information, and the latter of which develops a shared meaning via a prolonged conversation. Both are required at the various levels of stakeholders in StaySmart+: the transactional communication conveys the schedule and status information to the stakeholders who need to know the operations and the relational communication gives the commitment to the stakeholder that keeps the stakeholder engagements when the project experiences the delays that complex multi-market implementing reliably offers. The structural risk is moving to absolutely transactional communication as it is quantifiable and verifiable but does not address the relational aspect that leads to discretionary commitment. Kotler and Keller (2022) observe that direct communication styles commonly found in the UK corporate environment are not compatible with indirect, high-context standards of Asian markets that lead to the withdrawal of stakeholders instead of an explicit opposition more difficult to detect and managed before growing into a schedule risk. Armstrong and Kotler (2022) affirm that cultural miscalibration is credited with the majority of communication errors in global service organisations and that message content errors play a secondary role that follows the cultural localisation as a structural necessity of the communication plan and not an optional improvement.
6.2.2 Collaboration
It is shown by Slack and Brandon-Jones (2022) that the cross-functional approach to service design yields better results than sequential handoffs by individual departments, since it reveals operational constraints in the least expensive manner possible. Marriott would maintain a Joint Design Working Group, which consists of IT Leads, Regional General Managers and frontline representations staff to collaboratively design Specifications to stay smart + in all the five markets, and have the formal mandate to make binding design decisions within accepted parameters. According to Project Management Institute (2021), out of the five most powerful predictors of cross-functional project success, the leadership-sanctioned time other innovations to collaborate has been identified, which validates the need to ensure that C-Suite leaders officially designate collaboration time by the working groups instead of letting the operational demands rob them of it all through the six-month period.
6.2.3 Consultation
Guest consultation ought to use pre-launch panels and high-value Bonvoy members the adoption of which is the critical factor in commercial viability and whose contribution can eliminate AI system design assumptions that perform well during engineer testing but fail when used in premium hospitality service settings. Regulation The Office of the Information Commissioner should be consulted at an early stage during project implementation because delay in taking this step always adds extra reputation compliance and designing rework expenses during the implementation of AI systems. Among the most frequent ethical malfunctions in the implementation of AI that Crane and Matten (2022) point out, addressing regulatory consultation as a compliance box and not as an actual governance conversation is associated with growing reputational and financial risk based on the degree of enforcement action. Mitchell, Agle and Wood (1997) also reveal that the stake holders who perceive authentic consultation where the input actually affects decisions present a much greater implementation support relative to the top-down project communication of projects to the stake holders.
6.2.4 Commitment and Conflict Management
As Kotter (1996) illustrates, change initiatives are most often aborted at commitment maintenance stages than planning when initial excitement wanes under the operating pressure without seeing any sign of improvements. According to Ashcroft (2017), hierarchical authority is not a way to enforce commitment since a committed compliance without the ownership of any individual yields minimum required behaviour, not the discretionary work complex implementation requires. The appearance of C-Suite involvement in pilot testing and face-to-face communication with the frontline employees regarding the strategic value of StaySmart+ creates the commitment cascade, which cannot be created by project communications only. The most foreseeable one is a structural conflict: Data on the personalisation of marketing directly collides with the GDPR requirements of Legal. According to Bourne (2016), the key to avoiding conflicts that emerge is to have the protocols to escalate and a Cross-Functional Data Governance Committee in place prior to the conflicts really happening, since proactive resolution of conflicts in time-constrained projects leads to compromises, the ownership of which are then ignored by both sides to try to assert themselves in selective interpretations.
[bookmark: _Toc225457117]7.0 IMPACT OF STAKEHOLDER ENGAGEMENT ON BUSINESS PERFORMANCE AND RECOMMENDATIONS
[bookmark: _Toc225457118]7.1 Impact Assessment
Stakeholder engagement has generated quantified performance results in terms of guest satisfaction, revenue, operations efficiency, brand differentiation, but the causation processes are not clearly understood by organisations, which pursue engagement as a cost and not investment with quantifiable outcomes. Johnson et al. (2023) show that organisations that employ structured engagement process have the 23% greater success rates of the project in comparison to the organisations that depend on the informal relations management, and the difference is the greatest in the contexts of the multi-market implementation efforts. According to Deloitte (2023), hospitality property in which AI interaction tools are deployed generate customer satisfaction rate of 12 to 18 percent in the initial year, conditioned on the success of frontline staff engagement, as hospitalities that do not resolve staff resistance always perform poorly due to staff attitude at the point of contact with the guest outweighing the technical capacity of the persona.
The revenue impact flows are mostly due to increased personalisation of Bonvoy as it will allow the hotel to increase the number of ancillary revenue generated through dining, spa, and curated experience bookings. As Kotler and Keller (2022) observe, data handling trust has already become a substantial aspect in the decision-making process of luxury guests, i.e., data practise transparency about the data dealings of StaySmart+ is a direct revenue generator through consent rates, which define the amount of available personalisation data. The statistics released by UNWTO (2023) that 73 percent of worldwide travellers consider sustainability as a significant selection criterion verify that the alignment of the Serve 360 creates commercial revenue instead of functioning as an ethical necessity only. In its annual report, Marriott International (2024) accepts that failures in implementation of technology will be one of its top operational risks, and Crane and Matten (2022) posit that the root causes of such failures always lie in the design phase of the project, where the exclusion of the relevant stakeholders was caused by the design phase rather than the later deployment.
[bookmark: _Toc225457119]7.2 Recommendations
Marriott needs to institutionalise relationship management outside of the project managers discretion by first have a dedicated office Stakeholder Engagement Office that will provide sustainability across the implementation cycles and post launch operations when the engagement needs to shift and not fade (Bourne, 2016). Second, engagement between the frontline staff must be redesigned in the form of a strategic partnership model with co-designed training, formal feedback channels with proven impact on service design, and performance recognition of the impact of staff contributions to the implementation outcomes should be undertaken instead of considering engagement a one-way communication exercise (Ashcroft, 2017). Third, all decisions we have to make regarding the data processing of StaySmart+ must be covered by a Data Ethics Committee that includes Legal, IT, Marketing and an independent data ethics advisor that will deal with the legal side of this issue but also with the reputational aspects of the issue, which Crane and Matten (2022) specify as being more important to the brand value. Fourth, market localisation should be done on engagement approaches whereby the Regional General Managers have the adaptability of how they communicate and consult and the central office has the responsibility of maintaining strategic content consistency which goes directly to the multi-market engagement failures as by Johnson et al. (2023). Fifth, quality indicators of stakeholder engagement must become part of project KPIs and get reported to the C-Suite together with financial ones, make the relationship quality one of the performance dimensions, not a soft proxy of project health (Freeman, 1984). Sixth, a twelve months post-launch stakeholder retention strategy will be necessary to provide momentum on engagement after deployment, as Project Management Institute (2021) observes that post-launch disengagement is one of the most frequent reasons of second-phase implementation failure when deploying service technologies.
[bookmark: _Toc225457120]8.0 CONCLUSION
The stakeholder engagement of the global service launch of Marriott International through the StaySmart+ in five international markets has been critically discussed in this report. The discussion has proved that the quality of the stakeholder engagement is one of the leading factors determining the success of the implementation, not a side management exercise that coexists with actual delivery. The stakeholder theory by Freeman (1984) forms the normative foundation of all the affected parties as legitimate claimants to the decision-making process of the projects. The salience model given by Mitchell, Agle and Wood (1997) offers an analytical accuracy to the dynamic prioritisation since the stakeholder power, legitimacy, and urgency change across the project lifecycle. The power-interest matrix by Mendelow (1991) suffers the major limitation that the frontline staff operational influence is largely greater in relation to their formal power within the institution, requiring the critical rejection of the grid prescriptive outputs as opposed to the mechanical implementation.
The 4Cs model exposes unique complexities in all dimensions: communication with cultural alignment in five distinct markets; collaboration necessitating leadership-approved frameworks that operational requirements would instead lead to overlay; consultation with active regulation interaction and actual guest-involvement in design prior to implementation; and commitment with prominent C-Suite backing beyond the launch event. Results on the impact of effective engagement provided by Deloitte (2023), UNWTO (2023), and the wider academic literature have validated that an effective engagement strategy yields quantifiable impacts on the guest satisfaction levels, revenue, and brand differentiation. These six recommendations put more emphasis on the structural, cultural, and ethical aspects of engagement that remain the most reliable during global service launch and consider the stakeholders as partners whose active participation in the business is what defines the commercial payoff of Marriott AI investment instead of approaches to be adopted on the path to a final project result.
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