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1. Introduction
Meliá Hotels International is the biggest hotel chain in Spain and one of the biggest in the world. In 1956, Gabriel Escarrer Juliá started the group in Palma de Mallorca. It started as a single hotel in a small town and has since grown into a global hospitality company that owns and operates more than 350 hotels in 40 countries (Meliá Hotels International, 2023). The group owns many brands, including Gran Meliá, Paradisus Resorts, ME by Meliá, Innside by Meliá, Sol by Meliá, and Meliá Hotels & Resorts. This means that it is present at all levels of the high-end hotel industry. Meliá made about €1.8 billion in sales in 2022 by focusing on digital transformation and being a leader in responsible tourism (Meliá Annual Report, 2022).  

Melia London 336–337 The Strand, London WC2R 1HA. 
The Strand is Meliá's main hotel in the UK and one of the most architecturally interesting lifestyle hotels in London. It is in the middle of Central London. The hotel is in a striking curved glass tower at the corner of The Strand and Aldwych, with views of the Thames, Covent Garden, and the West End. The building was designed by Foster and Partners, and the inside was designed by Zaha Hadid Architects. There are 157 guest rooms and suites on the property, including the beautiful 360 degree panoramic ME Suite on the tenth floor. The well-known Radio Rooftop Bar is also there. It's one of London's most popular rooftop bars and has views of the whole city skyline. The STK London steakhouse on the ground floor of the hotel adds to its reputation as a place to eat and socialise, not just a place to stay. ME London mostly caters to wealthy leisure travellers, foreign business travellers, and culturally aware millennials and Gen Z tourists who want an immersive, design-driven experience. ME London is in one of the most competitive markets for luxury hotels in the world. There are a lot of hotels nearby that are direct competitors, like The Savoy, One Aldwych, and Rosewood London. To keep customers coming back and pay high prices, ME London needs to keep finding new ways to make service more personal, use technology, and make experiences more meaningful. 
StaySmart+, Meliá's new premium AI-driven guest experience service, will launch in six months. ME London has been chosen as the UK pilot property for this service in this specific operational context. At ME London, StaySmart+ will have an AI-powered personal concierge who will help guests plan every detail of their trips before they arrive, suggest services in real time, and make it easy for them to talk to each other while they're there. You can reach this concierge through the ME London app and tablets that are in your room. The service will also include eco-friendly features like refillable, biodegradable bedroom amenity kits, carbon-neutral dining menus at STK London, a mobile check-in system that works without any problems, and a digital room key system linked to the Meliá Rewards loyalty program. StaySmart+ is a direct business investment for ME London, and it also serves as a strategic positioning statement that ME London's unique design-forward identity can create a premium guest experience that neither traditional luxury brands nor technology-first brands can fully copy. As the project manager in charge of this launch, the key to a successful and long-lasting launch will be to quickly find, involve, and align all the stakeholders, such as ME London's on-site teams, Meliá's corporate functions in Madrid, technology partners in London, UK regulatory bodies, and the hotel's diverse global guest base.















2. Company appraisal: SWAT and PESTEL analysis
2.1 SWOT Analysis
A SWOT analysis contextualises Melia internal capabilities and external market conditions pertinent to StaySmart+ launch (Gurel and Tat, 2017).
	STRENGTHS
	WEAKNESSES

	-Strong global brand portfolio and 14M+ Melia Rewards members
-Established digital transformation strategy and tech infrastructure
-Award-winning sustainability credentials (Travelife Gold Certified)
-Deep family-ownership culture fostering long-term strategic vision

	-High dependence of European and
leisure market revenues
-Varying digital maturity level across
franchise and managed properties
-Limited AI- specific in house
expertise relative to tech first competitors
-Complex multi-jurisdictional data
governance requirements

	OPPORTUNITIES 
	THREATS

	- Growing demand for AI-personalised and sustainable travel experiences
- Competitor gaps in integrated digital-sustainability service offerings
- Expanding markets in Asia-Pacific and the Middle East
- EU Green Deal and ESG investor interest driving sustainable positioning
	-Intense competition from Marriott, Hilton, and lifestyle boutique brands
-  Data breach and cybersecurity vulnerabilities linked to AI integration
- Economic downturns affecting premium travel demand globally
- Rapid pace of technological change risking service obsolescence










2.2 PESTEL Analysis 
A PESTLE analysis identifies the macro-environmental forces shaping the StaySmart+ deployment environment (Johnson et al., 2017).
	Factor
	Key insights

	Political
	Regulations around data protection and AI differ significantly between the EU, the UK, and APAC, which means StaySmart+ will need to adapt its rollout strategy to each region. In the UK, maintaining GDPR alignment remains essential after Brexit. At the same time, Spain and the wider EU are actively supporting digital transformation, creating a more welcoming environment for innovation (Johnson et al., 2017).

	Economic
	Luxury travel has bounced back strongly across Europe and the Middle East, offering a favourable market for premium digital services. However, rising inflation expected through 2024–2026 makes hotels more cautious about investing in large‑scale technology upgrades, which could influence adoption speed (Porter, 2008).

	Social
	Younger travellers, particularly Millennials and Gen Z, now make up more than half of global luxury hotel demand. According to Skift (2023), this group actively looks for personalised, tech‑enhanced, and environmentally responsible experiences. Their expectations align closely with what StaySmart+ aims to deliver (Hofstede, 2001).

	Technological
	The pace of innovation in generative AI, IoT‑enabled room automation, and contactless guest technologies is accelerating. This creates strong opportunities for StaySmart+, but it also means that delaying implementation increases the risk of falling behind competitors who adopt these tools earlier (Pfeffer and Salancik, 1978).

	Legal
	New regulatory frameworks, including GDPR and the EU AI Act (2024), place strict requirements on how personal data and automated decision‑making systems are used. For StaySmart+, this means privacy‑by‑design cannot be optional, it must be built into the platform from the very beginning (Floridi et al., 2018).

	Environmental
	Sustainability expectations are rising quickly, driven by the EU’s Corporate Sustainability Reporting Directive (CSRD) and pressure from ESG‑focused investors. Hotels are increasingly expected to demonstrate measurable environmental impact, which strengthens the relevance of StaySmart+’s sustainability‑centred amenity model (Bryson, 2004).



3. Key Internal and External Stakeholders
According to stakeholder theory, ‘any group or individual who can affect or is affected by the achievement of the organization's objectives’, as first methodically expressed by Freeman (1984, p. 46). The StaySmart+ launch involves stakeholders from many countries and functions. 
3.1 Internal stakeholders 
Internal stakeholders contribute to decision making, implementation, and operational success (Bourne, 2016)
	Stakeholder Group
	

	Executive Leadership Team (ELT)
	The CEO, CFO, and Chief Digital Officer set the overall direction for StaySmart+. Their approval determines how much strategic importance the project receives and how much funding and organisational support it can access (Rowley, 1997).

	Product Development and Technology Team
	This team designs and builds the core elements of StaySmart+, including the AI concierge, personalisation engine, and mobile‑first user experience. They are responsible for the system’s technical architecture and ensuring it integrates smoothly with existing hotel platforms.

	Marketing and Brand Management
	Marketing shapes how StaySmart+ is presented to guests across all markets. They oversee campaign development, loyalty programme alignment, and brand consistency, ensuring the service fits seamlessly within the company’s broader identity.

	 Sales Department
	Sales teams work with corporate clients, travel partners, and distribution channels to embed StaySmart+ into Business‑to‑Business agreements and OTA listings. Their role is essential for driving adoption beyond individual properties.

	Operations and Front of House Teams
	Hotel managers, concierge staff, front desk teams, and Food and Beverage personnel are the ones who will use StaySmart+ day‑to‑day. They must adapt to new workflows, digital tools, and guest interaction standards to deliver the enhanced service effectively.

	Human Resources and Learning and Development
	HR and Learning and Development design the training programmes that help staff across different regions learn how to use AI‑assisted tools, apply sustainability practices, and deliver a more personalised guest experience.

	Legal and Compliance
	This team ensures that StaySmart+ meets all regulatory requirements, including GDPR, the EU AI Act, and local data protection laws. They also help define responsibility and risk management for automated decision‑making.

	Finance Department
	Finances monitors spending, evaluates projected returns, and manages capital approvals. They ensure the project stays financially viable and that cost controls are built into the implementation plan.




3.2 External stakeholders.
External stakeholders influence performance through feedback, regulation, and partnership (Bourne, 2016)
	Stakeholder Group
	

	Guests and Loyalty Programme Members
	These are the main users of StaySmart+ and the group that will feel its impact most directly. Their willingness to adopt the service, provide feedback, and share data will shape how the platform evolves and determine whether it becomes commercially successful.

	Technology Vendors and AI Partners
	External providers of AI systems, IoT devices, CRM integrations, and analytics platforms such as Salesforce or Oracle Hospitality play a crucial role in delivering the technical backbone of StaySmart+. Their reliability and innovation directly influence system performance and scalability.

	Local Government and Regulatory Bodies
	Tourism boards, data protection authorities, and environmental regulators set the rules that StaySmart+ must operate within. They also influence access to grants, certifications, and sustainability incentives that can support implementation.

	Sustainability and Non‑Governmental Organisation Partners
	Organisations like the Global Sustainable Tourism Council (GSTC) and local environmental groups offer guidance, certification, and credibility for the sustainability elements of StaySmart+. Their involvement strengthens the platform’s environmental legitimacy.

	Media and Industry Analysts
	Hospitality journalists, technology reviewers, and research firms shape public and industry perception. Their coverage can influence guest expectations, investor confidence, and the broader reputation of StaySmart+ within the market.

	Investors and Shareholders
	Both institutional and family shareholders monitor StaySmart+ closely to ensure it aligns with long‑term growth plans, delivers a strong return on investment, and supports the company’s ESG commitments. Their support is essential for sustained funding.

	Franchise and Management Contract Partners
	Many Melia properties are operated through franchise or management agreements, meaning third‑party owners must also be engaged. Their approval and cooperation are necessary for consistent rollout across the global portfolio.



4. Roles, responsibilities, Benefit, and Challenges of Key stakeholders
To make an effective engagement strategy, you need to know what each stakeholder does and what problems they face (Bourne, 2016; Baharuddin et al., 2013). 

4.1 Team of Executive Leaders 
The Executive Leaders Team’s (ELT) job is to support StaySmart+ at the board level, attract money for it, and make sure it fits in with Meliá's overall business plan. In a hierarchical corporate culture, their sponsorship gives the whole organisation credibility, which is very important. But their problem is finding a balance between the money they need to spend on this six-month rollout and other capital needs, especially since Meliá is still growing in APAC and the Middle East. Mitchell et al. (1997) contend that stakeholders possessing power, legitimacy, and urgency, termed 'definitive stakeholders', necessitate the most proactive engagement, and the ELT distinctly aligns with this categorisation. 

4.2 Product Development and Technology Team

This team is the most responsible for technical issues. They oversee making AI models that accurately show what guests want in different cultural settings. They must make sure that the system works with current property management systems. The benefit they bring is that they can personalise service like never before. The challenge is big: AI training data must be fair, accurate, and follow privacy laws. O'Neil (2016) talks about how algorithmic systems can unintentionally encode biases that already exist, which could be a problem if not handled carefully. 

4.3 Operations and Front-of-House Teams  

StaySmart+ is made up of people who work on the front lines. Whether the technology feels like it's part of the system or like it's being forced on them will depend on how well they use the new tools and service scripts. The benefits are better service and more efficient workflows. The problems are resistance to change, gaps in digital literacy (especially in markets where technology use is lower), and the fear that AI will take over traditional jobs. Kotter's (1996) change management research shows that technology implementations often fail to deliver the value they were supposed to without enough investment in people-side readiness. 

4.4 Technology Vendors

Melia doesn't have the technical know-how, platforms, or ongoing support that AI and Internet of Things vendors do. They provide critical infrastructure, but their challenge is to meet Meliá's customisation needs in a short six-month time frame while still following GDPR rules for data handling. It is important to carefully negotiate SLA governance and intellectual property terms (Gilbert and Gilbert, 2025). 

4.5 Guests and Loyalty Members

Guests bring in money and give feedback in real time, which helps the business get better all the time. But they do pose a problem for informed consent: gathering behavioural data to tailor services must be open, voluntary, and easy to understand. According to Aksoy et al. (2022), people are more likely to join loyalty programs if they think the data is being used fairly. This means that ethical data practices are both a legal requirement and a business necessity. 

4.6 Franchise and Management Contract Partners 

These stakeholders work under contracts that may not have included these kinds of obligations when they were first written. They know the local market and are responsible for the property level of ownership. Their problem is that they must adapt properties to meet StaySmart+ standards without hurting their own return on investment agreements.

5. Stakeholders Engagement Frameworks, Models, and Theories
5.1 The Stakeholder Power-Interest Matrix (Mendelow, 1991)
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Figure 1 Power-interest matrix (Blog.Oxford College of marketing)
Mendelow's (1991) Power-Interest Grid classifies stakeholders into four quadrants that direct the project manager's engagement strategy (Mariani et al., 2023):
	
	Stakeholders 
	Strategy 

	High Power / Hight Interest
	Executive Leadership Team, Technology Vendors, Franchise Partners
	Manage Closely, active collaboration, regular briefings, co-creation workshops

	High Power / Low Interest
	Investors, Regulatory Bodies
	Keep Satisfied, periodic reporting, compliance assurances, Environmental, Social, and Governance updates

	Low Power / Hight Interest
	Hotel Ops Teams, Loyalty Members, Non‑Governmental Organisation Partners
	Keep Informed, training, newsletters, beta testing opportunities

	Low Power / Low Interest
	General Media, Casual Suppliers
	Monitor, routine communications, press releases



5.2 Stakeholder Engagement Plan
The stakeholder engagement plan sets out clear objectives, communication channels, and the frequency of interaction for each stakeholder group. For StaySmart+, engagement is intentionally front‑loaded: the first three months focus on intensive collaboration during design and development, when stakeholder input has the greatest influence on system quality. From month four to six, the emphasis shifts toward supporting adoption, gathering feedback, and refining the platform. This phased structure helps maintain momentum while avoiding unnecessary communication overload, ensuring that engagement remains meaningful and aligned with stakeholder needs rather than becoming a performative exercise (Eskerod and Jepsen 2013; Aksoy et al., 2022).
5.3 RACI Matrix
The RACI (Responsible, Accountable, Consulted, Informed) matrix is a widely applied project governance tool that eliminates ambiguity in roles (PMI, 2021). For key StaySmart+ workstreams:
	Activity
	Responsible
	Accountable
	Consulted
	Informed

	AI System Architecture
	Tech Team
	Chief Data
Officer (CDO)
	Legal, Vendors
	Executive Leadership Team, HR

	Staff Training Programme
	HR,
 Learning and
Development
	Chief Operating Officer
	Operation Managers, Tech Team
	All Staff

	Guest Data Policy
	Legal and Compliance
	Chief Financial Officer and
 CDO
	Tech, Marketing
	Guests, Investors

	Marketing Launch Campaign
	Marketing Team
	Chief Marketing Officer
	Sales, ELT
	Franchise Partners

	Sustainability Certification
	Sustainability Lead
	COO
	NGO Partners, Legal
	Regulators, Media



5.4 Communication Plan
The communication plan follows Cleland’s (1999) view that stakeholder communication should be proactive, structured, and tailored to the needs of each audience. For StaySmart+, this involves providing bi‑weekly steering committee reports to the Executive Leadership Team, monthly briefing packs for franchise and contract partners, and fortnightly technical sprint reviews with the technology team (Kuenkel, Gerlach and Frieg, 2011). Investors receive quarterly updates that outline progress against sustainability performance indicators, while MeliáRewards members are engaged at months three and six through newsletters highlighting the new service benefits. Communication channels are selected to match stakeholder expectations: internal teams access digital dashboards, senior leaders and investors receive formal board‑style documentation, and loyalty members receive personalised notifications through the mobile application (Manetti and Bellucci, 2016).
6. The Stakeholder Engagement Process and Conflict Management: The 4C’s Model
The 4C’s model: Communication, Consultation, Collaboration, and Commitment, offers a clear and practical framework for managing stakeholder engagement across complex, multi‑stakeholder projects (Tench and Yeomans, 2017). It is the project manager role to apply for StaySmart+ this model consistently throughout each phase of the engagement process to ensure alignment, transparency, and shared ownership (Daskalaki, 2016).
6.1 Communication
Effective communication is the foundation of productive stakeholder relationships. Cornelissen (2020) argues that strategic communication must be purposeful, consistent, and tailored to the expectations of each audience. For StaySmart+, this begins with a communication audit in the first month to map preferred channels, update frequency, and the level of technical detail required by each stakeholder group.
Internal communication will be adapted to Meliá’s diverse operational footprint across Spain, Germany, the UAE, and Mexico. Operations teams will receive multilingual briefing materials developed with regional HR business partners, ensuring clarity and cultural relevance (Neil, 2009; Manetti and Bellucci, 2016). Meliá’s intranet platform, MelíaConnect, will serve as the central hub for real‑time updates, frequently asked questions, and feedback submissions.
External communication with franchise partners will be delivered through a dedicated StaySmart+ partner portal containing brand guidelines, technical documentation, training resources, and financial modelling tools. For guests and loyalty members, pre‑launch messaging will be carefully designed to build interest without creating unrealistic expectations, using segmented email campaigns through the Melia Rewards platform.
Shannon and Weaver’s (1949) communication model highlights that noise, whether linguistic, cultural, or technical, can alter messages. To minimise this risk, all communications will undergo clarity and cultural‑appropriateness checks by regional managers before distribution.
6.2 Consultation
Consultation moves engagement from one‑way communication to active input‑seeking (Rijsberman, 1999). During the design phase (months one and two), StaySmart+ will adopt a structured consultation programme that includes co‑design workshops with operations managers from five pilot hotels, focus groups with Melia Rewards members to test personalisation concepts, interviews with technology vendors to understand feasibility constraints, and early regulatory discussions with the Spanish Data Protection Agency to identify compliance requirements.
This approach aligns with the International Association for Public Participation (IAP2) Spectrum, which positions consultation as a commitment to consider stakeholder views in decision‑making (IAP2, 2018). Arnstein’s (1969) Ladder of Citizen Participation warns that consultation becomes counterproductive when it is symbolic rather than meaningful. To avoid this, a formal “You Said, We Did” mechanism will document how stakeholder input has shaped design decisions and will be communicated back to participants to reinforce transparency and trust.

6.3 Collaboration
Collaboration shifts stakeholders from being informed contributors to active co‑creators. For StaySmart+, collaboration will be formalised through a Cross‑Functional Steering Committee that includes representatives from Product Development, Operations, Marketing, Legal, Finance, and two external franchise partners. This committee will meet fortnightly throughout implementation, with rotating chairing responsibilities to promote shared ownership and accountability. Research by Bourne and Walker (2005) shows that collaborative governance structures significantly improve stakeholder satisfaction and implementation success.
Cultural collaboration presents additional challenges across Meliá’s global markets. Hofstede’s (2001) cultural dimensions suggest that high power‑distance cultures, such as those in the UAE and parts of Asia, may be less comfortable with horizontal decision‑making, while collectivist cultures may require more time for consensus building. To address this, culturally competent regional project coordinators will facilitate collaboration in ways that respect local norms while maintaining overall project governance standards.
For technology vendors, collaboration will follow an Agile development approach, using two‑week sprint cycles to enable iterative co‑development of the AI concierge and personalisation engines. This ensures that operational insights from hotel teams are incorporated early, reducing the risk of post‑launch issues.
6.4 Commitment
Commitment represents the point at which stakeholders internalise the project’s purpose and take ownership of their role in delivering it. As Bryson (2004) notes, commitment must be cultivated and cannot be assumed. For the Executive Leadership Team, commitment will be reinforced through clear return‑on‑investment projections, aligned performance indicators, and regular reporting against strategic milestones. For operations teams, commitment will grow from meaningful involvement in the consultation phase, supported by comprehensive training and a no‑blame culture that encourages learning during early adoption of new technologies.
6.5 Conflict Management
Conflict is an unavoidable aspect of multi‑stakeholder projects ( Pikley and Northcraft, 1994; Moura and Teixeira, 2010). In the context of StaySmart+, potential conflicts may arise between the technology team’s ambition to deploy advanced AI systems and the legal team’s cautious approach to compliance; between corporate marketing and franchise partners regarding branding autonomy (Moore, 1986); or among operations staff who may fear that AI tools threaten job security.
To manage these tensions, the Thomas and Kilmann’s (1974) Conflict Mode Instrument was used, adopting a collaborative approach, high assertiveness and high cooperativeness, as the default. When conflicts emerge between technical feasibility and compliance requirements, a joint working group will be convened with representatives from both areas, supported by an external legal specialist, to develop solutions that satisfy both perspectives. 
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Figure 2 Thomas-Kilmann Conflict Model (Mishra, 2021)
For branding disputes with franchise partners, a Brand Flexibility Framework will define core, non‑negotiable StaySmart+ standards while allowing controlled local adaptation. Concerns among operations staff will be addressed through transparent communication about workforce impacts and a clear message that StaySmart+ is designed to enhance, not replace, frontline roles.
7. Evaluating the Impact of Stakeholder Engagement on Business Performance and Recommendations
7.1 Impact on Business Performance
Research consistently shows that organisations which create value for a broad range of stakeholders perform better over time than those focused narrowly on shareholder interests. Freeman et al. (2010) highlight that long‑term competitive advantage emerges when multiple stakeholder groups benefit simultaneously, a principle that applies directly to Meliá’s StaySmart+ initiative.
Stakeholder engagement influences financial performance in several ways. Loyalty members provide the most immediate impact: Bain and Company’s findings (2001, cited in Reichheld, 2006) show that even a small increase in customer retention can produce a substantial rise in profitability. By involving MeliáRewards members early as testers and co‑designers, Meliá can expect higher adoption of StaySmart+, increased spending per stay, and stronger advocacy reflected in improved Net Promoter Score results. Evidence from comparable industry initiatives, such as Hilton’s Connected Room and AccorHotels’ ALL loyalty platform, indicates that personalised, AI‑supported experiences can lift ancillary revenue by 15–20 percent (Phocuswire, 2023).
Engagement with franchise and management contract partners also has a direct operational impact. When property owners feel consulted and commercially supported, implementation quality improves, reducing the risk of inconsistent service delivery across the portfolio. This consistency is particularly important for StaySmart+, where the value of AI‑driven personalisation increases as more properties participate, enriching the data ecosystem and improving algorithm accuracy.
Frontline employee engagement is another critical factor. Studies in hospitality change management (Nickson, 2013) show that staff involvement during technology transitions is the strongest predictor of service quality during the adoption period. When employees feel informed, trained, and supported, guest experience remains stable even as new systems are introduced (Gordon, 1996).
Investor and sustainability stakeholder engagement also contributes to business performance. Meliá’s Responsible Business Plan commits the organisation to net‑zero operations by 2050, and StaySmart+ supports this by reducing environmental impact through more sustainable amenities. As institutional investors increasingly apply environmental, social, and governance screening to hospitality portfolios (MSCI, 2023), transparent and inclusive sustainability governance can strengthen investor confidence, reduce financing costs, and improve valuation multiples.
7.2 Ethical Considerations
Introducing AI‑driven services raises important ethical questions that extend beyond regulatory compliance. The StaySmart+ concierge system relies on continuous collection of behavioural, preference, and location data. Under Article 22 of the General Data Protection Regulation, guests have the right not to be subject to decisions based solely on automated processing that produce significant effects, directly relevant to AI‑based pricing, upgrade allocation, and personalised recommendations (GDPR, 2018).
There is also the issue of algorithmic fairness. If the AI system is trained on historical service patterns that favour certain demographic groups, it may unintentionally reinforce inequalities. Floridi et al. (2018) argue that fairness, accountability, and transparency must be embedded from the earliest stages of AI design. This requires regular bias audits and clear reporting to the Cross‑Functional Steering Committee.
Ethical considerations also apply to employees. If AI tools monitor staff‑guest interactions for quality management, employees must be fully informed about what data is collected and how it will be used. In jurisdictions such as Spain, this must be discussed with works councils or trade unions, as digital monitoring intersects with workers’ rights under the Workers’ Statute.

7.3 Recommendations for Future Stakeholder Engagement
Institutionalise stakeholder engagement governance 
Create a permanent Stakeholder Engagement Office within Meliá’s project management function to provide tools, standards, and oversight for future technology and service rollouts, embedding the learning from StaySmart+ (Eskerod and Jepsen, 2013).
Adopt dynamic stakeholder mapping 
Reassess stakeholder power and interest quarterly, recognising that influence shifts as AI systems mature and commercial outcomes become clearer (Mitchell et al., 1997).
Invest in cultural intelligence development
As StaySmart+ expands into Asia‑Pacific and Middle Eastern markets, strengthen the cultural competence of project and regional teams. Drawing on frameworks from Hofstede (2001) and Trompenaars and Hampden‑Turner (1997) will help avoid culturally inappropriate engagement approaches.
Embed ethical AI governance from the outset 
Establish an AI Ethics Advisory Board including independent ethicists, a guest representative, a data protection specialist, and an employee delegate to oversee fairness and transparency as the system evolves.
Measure engagement quality rather than activity 
Shift from counting meetings and emails to evaluating outcomes such as stakeholder satisfaction, conflict resolution effectiveness, training completion and competency, and guest consent rates for personalisation. Bourne (2016) argues that this reframes engagement as a driver of performance rather than a compliance task.
Implement a continuous improvement framework post‑launch
Conduct a structured 90‑day review after go‑live, gathering insights from all major stakeholder groups to inform the development of StaySmart+ Version 1.1 and shape the next engagement cycle.



8. Conclusion
The StaySmart+ initiative marks a pivotal step in Meliá Hotels International’s ambition to lead the integration of digital innovation and sustainable hospitality. As the analysis has shown, the success of this multi‑market service launch depends not only on the sophistication of its technology or the strength of its sustainability proposition, but on the depth and quality of stakeholder engagement that supports every stage of its development.
Following Freeman’s (1984) stakeholder theory, Mendelow’s (1991) Power-Interest Matrix, the RACI framework, and the 4C’s model of Communication, Consultation, Collaboration, and Commitment, this report has mapped the diverse network of internal and external stakeholders involved in launching StaySmart+. These range from the Executive Leadership Team and technology vendors to frontline staff, loyalty members, franchise partners, and regulatory authorities. The report has also outlined differentiated and culturally sensitive engagement strategies tailored to the needs, expectations, and influence of each group.
The evaluation demonstrates that strong stakeholder engagement delivers tangible business benefits, including higher guest loyalty, more consistent service delivery, enhanced sustainability performance, and reduced implementation risk. Simultaneously, it highlights the ethical responsibilities that accompany AI‑enabled services, particularly around transparency, data privacy, algorithmic fairness, and employee rights, which must be addressed proactively to maintain trust and regulatory alignment.
The recommendations presented, such as establishing formal engagement governance, adopting dynamic stakeholder mapping, investing in cultural intelligence development, embedding ethical AI oversight, and shifting towards measuring engagement quality, offer Meliá a long‑term framework for managing future innovation initiatives. In an increasingly competitive global hospitality sector, the ability to build genuine, productive, and ethically grounded partnerships with diverse stakeholders is not simply good practice; it is a strategic necessity.
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