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Executive Summary
This report evaluates stakeholder engagement for Accor’s proposed StaySmart+ launch, a premium service combining AI-enabled guest interaction, personalised travel planning and sustainability-focused amenities. It argues that successful rollout depends on identifying, prioritising and actively engaging internal and external stakeholders across the project lifecycle.
The report introduces Accor, applies SWOT, PESTLE and SMART objectives, and analyses the roles, interests and influence of key stakeholders. It uses stakeholder theory, a stakeholder map, a RACI matrix, a communication plan and an engagement plan to show how the project should be governed.
It then applies the 4C’s model - communication, collaboration, consultation and commitment - to explain how the Project Manager should build trust, alignment and adoption across local and international markets.
The report concludes that stakeholder engagement is a strategic requirement for StaySmart+ because it affects implementation quality, ethical legitimacy, risk control and business performance. Recommendations are provided to support the launch and future digital transformation projects.
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1. Introduction to Accor and the StaySmart+ Project
Accor is a leading international hotel and hospitality group operating across luxury, premium, midscale and economy segments through owned, managed and franchised properties. Its global scale, digital booking capability and ALL Accor loyalty ecosystem make it a suitable organisation for analysing stakeholder engagement in a complex service-launch project.
This report assumes Accor is preparing to launch StaySmart+, a premium guest experience service to be rolled out across selected local and international markets within six months. The service combines AI-driven guest interaction, personalised travel planning and sustainability-focused amenities to improve service quality, guest loyalty and brand differentiation.
The project creates managerial complexity because it affects executives, hotel managers, employees, technology teams, owners, suppliers, regulators and guests. These groups have different levels of power, interest and risk exposure, so the project’s success depends on effective stakeholder identification, engagement and alignment rather than technical design alone.
The report therefore analyses the strategic context of StaySmart+, identifies the key stakeholders, applies relevant theories and frameworks, and explains how stakeholder engagement can support successful implementation across diverse hospitality markets.
2. Situational Analysis: SWOT, PESTLE and SMART Objectives
A situational analysis shows why stakeholder engagement is central to the StaySmart+ project. For Accor, implementation success depends on translating corporate strategy into consistent local delivery while protecting guest trust, compliance and commercial value.
2.1 SWOT Analysis

	Analysis area
	Key points for Accor
	Implication for the project

	Strengths
	Global brand portfolio, established loyalty ecosystem, scale in hotel operations, experienced management structure, and central digital capability.
	Accor already has the brand reach and customer touchpoints needed to scale an AI-enabled loyalty and guest experience solution.

	Weaknesses
	Complex organisational structure, varying digital maturity across hotels, franchise/management model differences, and change resistance among employees.
	Implementation may be uneven unless local hotel teams are engaged early and trained properly.

	Opportunities
	Growing customer demand for personalisation, improved use of guest data, operational analytics, service recovery automation and cross-selling through loyalty.
	The project can increase guest satisfaction, repeat stays, and revenue per customer if stakeholders trust and use the system.

	Threats
	Cybersecurity risk, data-privacy regulation, service inconsistency, technology failure, reputational damage, and competitor digital innovation.
	Poor engagement with regulators, staff, owners or guests could undermine adoption, create conflict and damage trust.



Accor’s main strengths are its global brand portfolio, loyalty ecosystem and digital capability, which provide the scale needed to support an AI-enabled guest experience service. These strengths make StaySmart+ strategically aligned with the business rather than an isolated technology initiative.
Its main weaknesses are organisational complexity, uneven digital maturity across hotels, and the challenge of delivering change consistently across owned, managed and franchised properties. These weaknesses mean local teams, managers and owners must be engaged early if rollout is to be credible and effective.
The opportunities are stronger personalisation, faster service recovery, higher loyalty participation and improved revenue per guest. The threats are cybersecurity, privacy, service inconsistency and reputational damage. Together, these factors show that stakeholder management must be treated as a strategic process rather than simple project communication.
2.2 PESTLE Analysis

	PESTLE factor
	Key issues for Accor and StaySmart+
	Implications for stakeholder engagement

	Political
	Differences in tourism policy, international trade conditions, government attitudes to AI, and geopolitical instability in some markets.
	Accor must engage senior management, regional leaders and public authorities carefully, especially where local market conditions affect rollout timing or service design.

	Economic
	Inflation, labour costs, travel demand uncertainty, investment constraints, and pressure on margins across hotels and franchisees.
	Owners and hotel managers may support innovation but remain cautious about cost, return on investment and operational disruption.

	Social
	Rising demand for personalisation, convenience and sustainability, but also different cultural expectations about hospitality, privacy and digital interaction.
	Stakeholder engagement must reflect local and international differences in guest preferences, communication styles and service norms.

	Technological
	Growth of AI, data analytics, mobile platforms and service automation, alongside cybersecurity risk and uneven digital maturity between hotels.
	IT teams, vendors, managers and staff must be engaged early to build confidence, ensure usability and reduce implementation failure.

	Legal
	Data protection law, consumer protection, employment implications, accessibility requirements and cross-border data governance.
	Legal, compliance and regulatory stakeholders must be closely consulted to ensure lawful and ethical deployment of AI-enabled services.

	Environmental
	Pressure for more sustainable hospitality operations, reduced waste, responsible sourcing and credible ESG performance.
	Stakeholders such as guests, owners, suppliers and sustainability teams must be engaged so that green initiatives are genuine and not perceived as greenwashing.



The PESTLE analysis shows that StaySmart+ is shaped by external conditions as well as internal capability. Political and economic pressures influence investment appetite and rollout timing, while social expectations vary between markets in relation to personalisation, privacy and digital service.
The social dimension is particularly important in hospitality because guest expectations and employee attitudes differ across cultures and regions. Engagement strategies therefore need to be globally consistent but locally responsive.
Technological and legal factors underline the need for secure data use, reliable integration and clear compliance processes. Environmental pressures also matter because sustainability-focused amenities must be credible and measurable. Overall, the PESTLE analysis confirms that stakeholder engagement is essential for strategic fit, local adaptation and ethical legitimacy.
2.3 SMART Objectives for the Project

	Objective
	SMART statement

	Guest satisfaction
	Increase average guest satisfaction scores in participating hotels by 8% within 12 months of implementation through faster issue resolution and more personalised service interactions.

	Loyalty engagement
	Increase active ALL loyalty member usage in participating hotels by 10% within 12 months through integrated personalised offers and improved post-stay communication.

	Operational responsiveness
	Reduce average service recovery response time for guest complaints by 20% within nine months of go-live through AI-supported triage and workflow escalation.

	Staff adoption
	Achieve at least 90% completion of staff training and 80% active usage of the new system among front-office, guest-relations and relevant managers within three months of launch.



These objectives are specific, measurable, achievable, relevant and time bound. They create a shared basis for assessing guest satisfaction, loyalty engagement, operational responsiveness and staff adoption.
SMART objectives are also useful because different stakeholders judge success differently. Executives focus on return on investment, managers on service outcomes, staff on clarity and workload, guests on convenience and trust, and regulators on compliance.
3. Key Internal and External Stakeholders, Stakeholder Theory and RACI Matrix
Freeman’s stakeholder theory argues that organisations should be managed in the interests of all those who can affect or are affected by organisational objectives (Freeman, 1984). This is highly relevant to StaySmart+ because no single stakeholder can deliver the project alone.
For StaySmart+, key stakeholders include the project sponsor, project manager, IT specialists, hotel general managers, frontline staff, marketing and loyalty teams, HR, owners, vendors, guests, regulators and sustainability partners. Their salience differs according to power, legitimacy and urgency (Mitchell, Agle and Wood, 1997).
Each stakeholder contributes a different type of value. Sponsors provide authority and resources, hotel managers create operational buy-in, staff shape service delivery, guests provide revenue and feedback, vendors provide technical capability, and regulators provide legal legitimacy.

	Stakeholder
	Type
	Main role/responsibility
	Importance
	Benefits brought
	Potential challenge

	Project Sponsor
	Internal project
	Approves budget, scope and major decisions.
	High
	Strategic authority and resource commitment.
	May push for speed over consultation.

	Project Manager
	Internal project
	Coordinates schedule, risk, communication and delivery.
	High
	Integration across functions and accountability.
	Pressure from competing expectations.

	Digital/IT Team
	Internal project
	System design, data integration, cybersecurity and technical support.
	High
	Technical feasibility and service reliability.
	May focus on technology more than user needs.

	Hotel General Managers
	Internal organisation
	Lead local implementation and align hotel teams.
	High
	Operational buy-in and local decision making.
	May resist if project disrupts targets.

	Front Office and Guest Relations Staff
	Internal organisation
	Use the system in day-to-day guest interactions.
	High
	Direct impact on service quality and adoption.
	Training burden or fear of monitoring.

	Marketing and Loyalty Team
	Internal organisation
	Design campaigns, segmentation and loyalty offers.
	Medium/High
	Commercial insight and customer communication.
	Can create tension around data ownership.

	HR and Learning Team
	Internal organisation
	Training, role redesign and capability support.
	Medium
	Supports change readiness and skills transfer.
	May be brought in too late.

	Franchise/Hotel Owners
	External
	Expect commercial return, service standards and manageable costs.
	High
	Investment support and property-level legitimacy.
	Concern over cost, autonomy and ROI.

	Technology Vendor
	External
	Provides platforms, implementation support and maintenance.
	Medium/High
	Specialist expertise and scalability.
	Dependency risk and contract disputes.

	Guests/ALL Members
	External
	Use services, share data, respond to offers and assess experience.
	High
	Revenue, feedback and brand advocacy.
	Privacy concerns or low trust.

	Regulators / Data Protection Authorities
	External
	Oversee compliance with data protection, consumer law and AI-related standards.
	High
	Legal legitimacy and reduced compliance risk.
	Can delay rollout or require changes to systems and processes.

	Sustainability and Supply Partners
	External
	Support the delivery of sustainability-focused amenities, ethical sourcing and service consistency.
	Medium
	Help strengthen ESG credibility and customer value.
	May create cost, sourcing or consistency challenges across markets.



The most salient stakeholders are those with formal, operational, market or regulatory power. Frontline staff are especially important because service quality and user adoption depend heavily on their daily behaviour.
The analysis also shows that stakeholders are both sources of value and potential sources of tension. Owners may focus on cost, IT on security, marketing on conversion, and staff on workload and confidence. Effective management therefore requires alignment rather than assumption.
3.1 RACI Matrix for the Project

	Key activity
	Sponsor
	Project Manager
	IT Team
	Hotel GMs
	Marketing & Loyalty
	HR/Learning

	Business case and approval
	A
	R
	C
	C
	C
	I

	System design and data governance
	C
	A
	R
	C
	C
	I

	Pilot hotel implementation
	I
	A
	R
	R
	C
	C

	Staff training and change support
	I
	C
	C
	R
	I
	A/R

	Guest communication and loyalty campaigns
	I
	C
	C
	I
	A/R
	I



The RACI matrix concentrates accountability so that key activities are clearly owned. The sponsor leads strategic approval, the project manager integrates delivery, IT owns technical execution, hotel managers own local implementation, marketing leads guest-facing campaigns and HR leads capability building.
This is particularly useful in an international hospitality project because accountability can easily become blurred between corporate teams, hotel management, owners and external suppliers. Role clarity helps reduce delay, duplication and conflict.
4. Stakeholder Map (Mendelow’s Matrix) and Communication Plan
Mendelow’s Matrix helps managers vary their engagement approach according to stakeholder power and interest. This is important in Accor’s context because not all stakeholders require the same level or type of involvement.

	Power / Interest position
	Stakeholders
	Management approach

	High power / High interest
	Project Sponsor; Project Manager; Hotel General Managers; Franchise/Hotel Owners
	Manage closely through active involvement, decision forums, issue escalation and performance reporting.

	High power / Low interest
	Board / senior executives outside project core; regulators in routine phases
	Keep satisfied through concise assurance on risk, compliance and return.

	Low power / High interest
	Front office staff; guest relations staff; guests/ALL members
	Keep informed and involved through feedback, support, training and service communication.

	Low power / Low interest
	Wider back-office staff not directly affected
	Monitor with periodic updates and targeted communication if changes expand.



The matrix suggests that high-power, high-interest stakeholders should be managed closely through meaningful participation and decision forums, while high-interest frontline stakeholders should be kept informed and actively listened to.
A communication plan then turns stakeholder analysis into action by matching each group with the information, channel, frequency and owner most appropriate to its role.
4.1 Communication Plan

	Stakeholder
	Purpose
	Information needed
	Channel
	Frequency
	Owner

	Project Sponsor
	Decision-making and escalation
	Milestones, budget, risks, benefits
	Steering committee meetings, dashboard
	Monthly / ad hoc
	Project Manager

	Hotel General Managers
	Implementation control
	Rollout plan, local KPIs, issues, resource needs
	Workshops, email summary, operational calls
	Bi-weekly
	Project Manager

	Front Office & Guest Relations
	Adoption and service delivery
	How to use the system, guest handling scripts, support routes
	Training sessions, quick guides, team briefings
	Weekly during rollout
	HR & Hotel GMs

	Digital/IT Team
	Technical delivery
	Requirements, incidents, integration priorities
	Sprint meetings, service desk, technical reviews
	Weekly
	IT Lead

	Marketing & Loyalty Team
	Campaign alignment
	Customer segments, launch timing, guest messaging
	Planning meetings, shared tracker
	Bi-weekly
	Commercial Lead

	Owners / Franchise representatives
	Confidence and support
	Expected ROI, costs, service impact, pilot results
	Review meetings, performance updates
	Monthly
	Sponsor / PM

	Regulators / Compliance stakeholders
	Risk assurance and legal legitimacy
	Data protection, consent procedures, consumer implications
	Compliance reviews, formal reports, advisory meetings
	At key stages / ad hoc
	PM / Legal Lead

	Guests / ALL Members
	Awareness and trust
	Service benefits, data usage, consent options, support channels
	Email, app messages, website updates, surveys
	Before launch and post-stay
	Marketing / Guest Experience Lead



The communication plan supports transparency and trust. For Accor, communication must be tailored, timely and two-way, especially in areas such as training, privacy, operational change and guest-facing messaging.
5. Stakeholder Engagement Process, 4C’s Model, Conflict Management and Engagement Plan
Stakeholder engagement is a continuous process rather than a one-off event. It involves identification, analysis, planning, communication, consultation, monitoring and adaptation as the project moves from design to rollout and post-launch review.
For StaySmart+, early engagement is critical. Before rollout, managers should use workshops and pilot discussions to identify benefits, concerns, training needs and local constraints. During implementation, engagement should intensify through feedback loops, local champions and visible issue resolution.
Meaningful engagement is not the same as token consultation. If stakeholders are asked for input but see no effect on decisions, trust falls. In hospitality projects this risk is especially significant because frontline employees and local managers often understand operational barriers better than central teams.
5.1 Applying the 4C’s Model to Stakeholder Engagement
The 4C’s model - communication, collaboration, consultation and commitment - provides a practical framework for explaining how the Project Manager should engage stakeholders throughout StaySmart+.
Communication creates clarity and trust. Senior leaders need concise updates on cost, risk and benefits, hotel managers need implementation, detail staff need practical guidance and reassurance and guests need transparent explanations of service value and data use. In international markets, communication must also reflect language and cultural differences.
Collaboration ensures that central teams do not design the service in isolation from hotel operations. Cross-functional planning, pilot workshops and local champion networks help balance global consistency with local flexibility.
Consultation allows the project team to test assumptions before decisions are finalised. For StaySmart+, this should involve managers, staff representatives, legal specialists, owners, vendors and, where possible, guest feedback channels. Consultation must be visibly acted on if it is to strengthen trust.
Commitment is the point at which stakeholders move from awareness to active support. It grows when benefits are measurable, training is credible, concerns are heard and early results are visible. The Project Manager’s task is to turn communication and consultation into ownership and behavioural adoption.
Together, the 4C’s show that engagement is progressive: stakeholders first need information, then opportunities to influence and support the project, before deeper commitment can emerge.
Stakeholder engagement must also reflect the difference between local and international markets. While the strategic direction should remain consistent, methods of communication, consultation and rollout should be adapted to local regulation, cultural expectations and levels of digital readiness.



5.2 Engagement Plan

	Stakeholder
	Current/target engagement level
	Desired action
	Managerial approach

	Project Sponsor
	Supportive / Leading
	Provide sponsorship and remove barriers
	Executive updates, decision packs, benefit tracking

	Project Manager
	Leading / Leading
	Coordinate delivery and stakeholder alignment
	Integrated plans, risk review, escalation control

	Digital/IT Team
	Supportive / Leading
	Own reliable design and support
	Joint design workshops, issue triage, clear SLAs

	Hotel General Managers
	Neutral / Supportive
	Champion rollout locally
	Pilot co-design, KPI visibility, local autonomy where possible

	Front Office & Guest Relations
	Resistant or neutral / Supportive
	Adopt system and share feedback
	Training, super-users, recognition and listening forums

	Marketing & Loyalty Team
	Supportive / Leading
	Use data ethically and improve campaigns
	Joint governance and campaign reviews

	HR & Learning Team
	Neutral / Supportive
	Embed capability and support role transition
	Skills mapping, training plan, feedback loops

	Owners / Franchisees
	Neutral / Supportive
	Back investment and implementation
	ROI evidence, phased rollout, property-level reporting

	Technology Vendor
	Supportive / Supportive
	Deliver platform and service quality
	Contract governance, milestone reviews

	Guests / ALL Members
	Unaware / Supportive
	Trust the service and engage with offers
	Clear consent language, service value explanation, feedback surveys

	Regulators / Compliance bodies
	Neutral / Supportive
	Provide assurance and lawful acceptance
	Early consultation, documentation, formal compliance review



The engagement plan recognises that stakeholders begin at different levels of support. Frontline staff may initially be uncertain, owners may wait for evidence of return, and guests may be unaware of the service. The Project Manager should therefore use tailored actions to move each group toward active support.
As project manager, the role extends beyond scheduling and reporting. It includes creating clarity, coordinating across functions, managing expectations, escalating issues and translating strategic goals into practical actions at hotel level.
Conflict is likely because stakeholders differ in priorities, assumptions and risk tolerance. Common tensions may concern cost, pace, data access, staff workload, ownership of customer insights and the balance between standardisation and local flexibility.
The Thomas-Kilmann model is useful because it shows that conflict can be handled through different styles, including collaborating, compromising and competing, depending on the issue and level of risk (Thomas and Kilmann, 1974).
Conflict can be reduced by defining roles early, using transparent decision criteria, communicating honestly, creating upward feedback channels, addressing issues quickly and reinforcing the project’s shared purpose.
6. Evaluation of the Impact of Stakeholder Engagement on Business Performance
Successful stakeholder engagement improves implementation quality, reduces resistance, clarifies requirements and identifies risk earlier. In hospitality, these project outcomes directly affect service consistency, guest satisfaction, loyalty, governance and financial performance.
This pattern is visible across the wider hospitality industry. IHG’s Annual Report emphasises the commercial value of more personalised guest experiences, strong loyalty participation and close collaboration with hotel owners, while Hilton presents personalisation through Hilton Honors as a driver of value across its system. Academic research likewise suggests that AI-enabled personalisation in hospitality can improve service quality and relevance, but only when privacy, trust and responsible data use are managed effectively (IHG plc, 2025; Hilton Worldwide, 2024; Wang et al., 2025; Moon, Miao and Hanks, 2022).
The first impact is on adoption and execution. Engaged staff are more likely to complete training, use the system correctly and provide feedback, while engaged hotel managers are more likely to champion rollout and monitor results.
The second impact is on customer value and brand reputation. If stakeholder engagement helps the service reflect real guest journeys, StaySmart+ is more likely to improve convenience and trust rather than create friction or privacy concerns.
The third impact is on governance and risk control. Close engagement with IT, legal specialists, owners and regulators reduces the likelihood of compliance failure, cybersecurity problems and reputational damage.
The fourth impact is on financial and strategic performance. Strong engagement increases the chance that Accor will capture the intended benefits of better service recovery, stronger loyalty participation, more informed decisions and future investment confidence.
Ethical issues must also be considered. The most significant are data privacy and informed consent, fairness and bias in AI-enabled personalisation, employee concerns about monitoring, digital exclusion for less confident users, and the risk that sustainability claims are perceived as greenwashing. Research in hospitality indicates that guest willingness to accept information collection and personalised services is closely linked to privacy management and trust, reinforcing the need for transparent and ethically credible stakeholder engagement (Moon, Miao and Hanks, 2022; Wang et al., 2025).
Stakeholder engagement is not without cost. It takes managerial time and can slow decision-making if consultation becomes excessive or poorly structured. The aim is therefore not to satisfy every preference, but to secure enough trust, insight and alignment for legitimate and effective implementation.
Overall, stakeholder engagement should be treated as a leading indicator of likely business performance in the StaySmart+ project rather than as a secondary administrative task.
7. Recommendations
I.          Accor should establish a formal stakeholder register and update it throughout the project so that stakeholder salience, concerns and engagement actions remain visible.
II. The company should use a phased pilot approach before wider rollout so that lessons on operations, training, guest response and market differences can be captured early.
III. Accor should balance global consistency with local adaptation by tailoring communication, training, consent processes and rollout pace to different regional contexts.
IV. Hotel-level champions or super-users should support frontline adoption, provide peer guidance and relay operational issues quickly to the project team.
V. Accor should make AI, privacy and sustainability governance more visible through concise briefings for staff, owners and guests to strengthen trust and reduce reputational risk.
VI. Stakeholder engagement should be measured alongside operational and financial KPIs through indicators such as training completion, staff adoption, guest trust and owner support.
VII. Future digital transformation projects should embed communication, collaboration, consultation and commitment from the earliest planning stage rather than treating engagement as a later activity.
8. Conclusion
This report has examined stakeholder engagement in relation to Accor’s proposed StaySmart+ launch. It has shown that while Accor has strong strategic assets, successful implementation depends on the effective management of a diverse set of internal and external stakeholders across local and international markets.
Through SWOT, PESTLE and SMART analysis, the report demonstrated that StaySmart+ offers significant opportunities in guest experience, loyalty and service quality, but also creates challenges relating to organisational complexity, data governance, culture and ethics.
The analysis concluded that stakeholder engagement is most effective when it is structured through clear frameworks such as stakeholder theory, salience analysis, the RACI matrix, Mendelow’s Matrix, the communication plan, the engagement plan and the 4C’s model. For Accor, engagement is therefore a strategic capability central to the success of StaySmart+ and future innovation projects.
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