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EXECUtive Core Thesis:

Al's true role in luxury hospitality

s u m m a ry is not operational efficiency,

but the creation of intimacy at

scale.
As “personalization” becomes a commodity claim and luxury

guests grow more discerning, a disconnect has emerged
T . Key Highlight
between what hospitality brands promise and what they

deliver. This Al Gap, surfaced through market scans and

operator interviews, shows many brands badge features as 6 1 /o

of consumers are willing to spend more for

“Al-powered” while applying them mainly to cost cutting, personalized experiences

without measurable uplift in guest experience, privacy rigor, or

service credibility.
Key Highlight

Meanwhile, anticipatory service is fast becoming the next ! 3 0/
frontier of affluent travel. Fueled by data and context, Al o
report actually experiencing high-level

enables predictive itineraries, dynamic but guest-friendly personalization during recent hotel stays

pricing, real-time service orchestration, and content that feels
uniquely “for me”. Used well, it becomes an intimacy engine,

deepening relevance, recognition, and trust across the journey.

This white paper introduces The Al Lever, a strategic
framework for integrating Al into luxury hospitality without
diluting the human touch. It synthesizes current evidence,
critiques prevailing brand claims, and outlines a pragmatic
path forward: augment teams (not replace them), build
consent-driven data models, align outputs with brand voice,
and measure outcomes beyond efficiency, toward emotional

resonance and lifetime loyalty.



Why AlI? Why Now?

Because luxury hospitality is at the threshold of its next reinvention: intimacy,

powered by intelligence.

Al in the Present

Al is no longer a futuristic promise. It is already

shaping how service industries operate, from
algorithm-driven pricing in aviation to Al
concierges in booking platforms. Hospitality is
next in line. Luxury guests are encountering
machine intelligence across their journeys
today... yet often with uneven or unsatisfying

results.

The SiteMinder Changing Traveler Report 2025 notes almost 80% of

travelers are open to using Al during planning, booking, and experiencing
their trips.

The Guest Expectation Shift

Affluent travelers are recalibrating what they
value. In a world of ubiquitous choice,
recognition and anticipation matter more than
generic perks. They expect seamless
orchestration with predictive itineraries,
dynamic service adjustments, and content that
feels uniquely tailored. Yet many hotel brands
remain stuck in fragmented pilots, deploying
chatbots or personalization engines without a

unified vision.

The Strategic Imperative

The convergence of rising guest expectations,
advances in generative Al, and the maturity of
data infrastructure means hospitality leaders
must now make deliberate choices. Those who
treat Al merely as efficiency will fall behind.
Those who deploy it as a lever for intimacy,
trust, and resonance will define the next

chapter of luxury travel.
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Al Pilots Begin

Brands experiment with Al chatbots,
revenue management tools, and
rudimentary smart automation, mostly in
luxury hotels.
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Generational Wealth Transfer

By 2030, Millennials and Gen Z will control over 80% of global luxury spending. Already in 2025,

their combined share is has reached roughly 60%, reshaping the very definition of “luxury”. For ° =
_ Fouany P9 y or iy 2023 S Generative Al Emerges
these cohorts (especially Gen Z), Al is no longer a futuristic novelty but rather, its quickly .
] ) o i ) _ o ° Sparked by breakthroughs like GPT,
becoming an expectation. Their digital-native habits demand seamless, app-like hospitality

concierge-level Al gains traction. Nearly
80% of travelers report openness to Al for
planning and booking

experiences, where frictionless service is table stakes, not a differentiator.

Data as Currency

Luxury guests are increasingly willing to exchange personal data, but only when the value . .
@ Inflection Point

exchange is clear. A recent survey shows that 76% of travelers are open to sharing data if it 2025 o
Majority of affluent guests expect Al-

powered personalization as a standard. ML
and recommender systems augment
human service.

unlocks personalization they can see and feel. Trust becomes the new luxury: brands that
safeguard data and turn it into meaningful experiences will earn loyalty, while those that misuse

it risk sharp erosion.

From Efficiency to Emotion

Al is no longer just a backstage tool for efficiency. The true shift is toward scaling intimacy by
enabling brands to anticipate, empathize, and respond in ways that feel bespoke to each guest. 2030 ' Al Int|macy Standard
This reframes Al as a partner in emotional resonance, moving beyond cost-cutting into guest- Millennials and Gen Z will control 75-85%

facing transformation. In the next decade, the most valuable metric won’t be saved minutes... of global luxury spend (Bain & Co.). Al-
it will be created moments. powered, anticipatory service becomes
baseline.



The guest experience is no
longer shaped by service
alone, but by intelligence
that anticipates and
adapts.

The Market Evolution of A! in
Hospitality & Tourism

Al adoption in hospitality is Al in Hospitality & Tourism Markets
accelerating at an unprecedented Alin Hospitality Market @ Al in Tourism Market
pace. The broader Al in tourism market b
is set to grow from $2.95B in 2024 to ”

$13.38B by 2030, reflecting a powerful

compound annual growth rate of

26.7%. This surge demonstrates that .

Al is no longer an experimental tool,

but a strategic necessity for travel

brands seeking scale and precision. l I
0
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Within this expansion, hospitality-specific Al solutions—spanning guest personalization,
predictive service, and smart operations—are outpacing expectations. The market is projected
to grow from $0.15B in 2024 to nearly $2.3B by 2030, an extraordinary 57.6% CAGR. While
smaller in absolute size, this sector represents the sharpest trajectory of growth,

underscoring the urgency for hotel groups to define their Al strategies today.

As early movers like Four Seasons and Rosewood begin experimenting with Al-driven
concierge and journey design, the broader industry faces a choice: to lead in innovation or risk

falling behind guest expectations shaped by digital-native luxury travelers.



The Personalization Gap is

Proprietary Research: rore sericeflawi it
The Personalization Gap |

To move beyond buzzwords and into evidence, Kupola Media conducted proprietary Ritz-Carlton (Marriott) and Rosewood illustrate the sharpest disconnects: both promise
research into how personalization is promised versus how it is actually delivered across the highly personalized journeys in their marketing, yet consistently fail to deliver in practice,
luxury hospitality landscape. The aim was to measure the disparity between what brands with shortfalls of more than 20 points on the Kupola Al Personalization Index (KAPI). This
claim about personalization and what guests tangibly experience: the Personalization Gap. gap suggests not just missed opportunities, but a fundamental misalignment between

branding and reality.
We began by analyzing some of the worlds leading luxury hotel groups. Using a custom Al-

driven evaluation framework, we assessed each brand in two critical dimensions: By contrast, Four Seasons and Six Senses, while far from meeting expectations, emerged
as the “least underperforming” brands, with smaller gaps of -13. Even here however,
1. Personalization Positioning - How prominently and credibly does the brand convey delivery fell well short of the standards promised to guests. The fact that no brand
personalization in its messaging, marketing, and guest promises? achieved parity between personalization rhetoric and reality underscores that this is not a
2. Guest Reality - What do travelers, industry surveys, and market data reveal about the communications issue but a systemic operational weakness.

brand’s actual delivery of personalized service?
Kupola Al Personalization Index (KAPI)
The variance between these two scores, the delta between aspiration and reality, uncovers
a pattern that is both striking and sobering. In every dimension of personalization, hotels
are underdelivering compared to guest expectations.

Our analysis across six personalization categories: tailored interactions, behavior-based
recommendations, personalized offers, recognition across stays, transparent pricing, and
emotionally attuned service, reveals an average shortfall of 40-50 points. In the most
extreme cases, hotels are delivering at less than one-third of the level guests expect.

-26

Th|S |S not Slmply a marketlng gap’ but a Structural one. By pOS|t|0n|ng themselves as 30 Ritz-Carlton (Marriot) Rosewood Mandarin Oriental Shangri-La Capella The Peninsula Four Seasons Six Senses
personalized while failing to deliver at scale, luxury hotels risk eroding trust and loyalty
among the very affluent, digital-native guests who will dominate spending by 2030. We then expanded the analysis to assess how effectively these brands were embedding

personalization into tangible guest-facing touchpoints:
@ HotelDeliery - Personalization Positoning
o Dedicated Personalization Pages: Few leading luxury brands have publicly
documented dedicated personalization landing pages.
 Integration Into Booking Journeys: Even among early adopters, few offer truly
dynamic personalization during the booking flow.
¢ Cross-Channel Consistency: Omnichannel consistency remains rare, often limited to
digital or select loyalty touchpoints.
o Emotional Intelligence Layer: Today, emotionally intelligent Al—recognizing tone or
0 20 40 6 0 mood—is virtually nonexistent in luxury stays.

Tailored Interactions

Past Behavior Recommendations

Personalized Offers

Recognition Across Stays

Dynamic Pricing Transparency

Emotionally-Attuned Service




Al Levers of Personalization:
Where Hotels Are Investing

@ Hotel Adoption Rate

Predictive Analytics (Revenue/Offers)
80%

Loyalty/Retention Al (Recognition Systems) ~ Guest Profiling (CRM + Profiles)

Content Personalization (Offers/Emails) " Dynamic Pricing (RevPAR Optimization)

Al Chat / Concierge

Our radar analysis reveals a striking imbalance across the six dimensions of Al-enabled
personalization. While most luxury hotels have invested heavily in dynamic pricing and
loyalty recognition, guest-facing personalization levers such as tailored interactions and
emotionally attuned service remain drastically underdeveloped. The result: Al is being used
to optimize margins and efficiency, but not to enhance the very experiences that define
luxury.

One standout example comes from Accor’s Fairmont brand, which has piloted Al-driven
concierge systems capable of anticipating guest needs through predictive modeling.
Though still limited in scope, this initiative demonstrates how hospitality leaders can close
the expectation gap by shifting Al from the back office to the front line of guest experience.

Al investments tell a revealing story: while hotels are optimizing behind the scenes,
through predictive analytics, CRM-driven guest profiling, and dynamic pricing, only a
fraction are deploying Al where it matters most to guest experiences. Enhancing visibility,
emotion, and anticipation awaits. The current pattern highlights why personalization
remains aspirational: the levers exist, but they are not yet wielded where guests feel them.

In contrast, the majority of brands in our analysis continue to underutilize these guest-
centric levers, leaving personalization as a marketing promise rather than a lived reality.



The Strategic Value of
Al-Powered Personalization

Al as the Bridge

Willingness to Pay More for

Personalization . . .
Personalization is no longer a “nice-to-have” but a revenue lever
Studies show that 61% of consumers are willing
to spend more for personalized experiences hiding in plain sight. The numbers are clear: when experiences
+61% feel bespoke, travelers spend more, stay longer, and return more
often. Yet while hotels readily invest in efficiency-driven Al for
Revenue Lift from pricing and operations, few are applying the same intelligence to
Personalization

McKinsey reports that personalization can create guest experiences that feel authentically tailored.

increase hotel revenue by an average of 15%
+15% Al-powered personalization represents a structural unlock. By

shifting Al from the back office to the guest interface—
Consumer Trends

71% of guests say they'd spend up to 30% more

anticipating needs, shaping recommendations, and recognizing

RS e T VR [ G o e e loyalty—hospitality leaders can transform personalization from
personalized touches marketing rhetoric into measurable value. The data highlights
+71% not just opportunity, but urgency: the brands that integrate Al

into the fabric of the guest journey will define luxury in the next

decade.

The financial case for Al in hospitality is clear: billions in market value and rapid year-over-
year growth. Yet hotels are channeling most Al investment into optimizing yield, not
elevating experience. This imbalance risks reducing personalization to a buzzword. The real
strategic value lies in shifting Al from the back office to the guest journey, where loyalty
is won and retained.




The Status of Al Adoption:

Guest-Facing Al
30% The majority of Al investment
continues to flow into efficiency-

driven systems like pricing and

analytics

Only a fraction of Al initiatives
Back-End/ops Al currently enhance the guest
70% experience (e.g., concierge bots,
personalized interfaces).

Today’s Al investment in hospitality heavily favors optimization and automation, with
most of the budget allocated to backend systems. Guest-facing intelligence, where
personalization actually occurs, receives just a fraction of the attention it deserves.
Without realigning this balance, hotels risk reducing personalization to a hollow concept

rather than a value-driving reality.

Bridging this gap requires a lever—an actionable shift that transforms Al from a back-end
optimizer into a front-line differentiator. The true power of Al in hospitality isn’t just about
saving costs or streamlining systems; it's about amplifying human touch at scale. By
pulling the right lever, hotels can realign their investments toward guest-facing
intelligence, creating experiences that not only meet expectations but redefine what

modern luxury feels like.




The Al Lever

If the case for Al in hospitality is so compelling, why haven’t hotels embraced it at scale? The challenge

does not lie in a lack of interest, but in a clash of paradigms.

Al today is most often delivered through pure technology platforms: abstract, data-intensive, and
engineered for automation. Hospitality, in contrast, thrives on warmth, intuition, and human

connection. One world speaks in algorithms, the other in empathy.

This tension creates what we call an opportunity paradox: while guest expectations for personalization
are increasing, most hotels feel unprepared, or even unwilling, to enter territory that feels overly “tech-

first” and potentially disruptive to their service DNA.
There are also legitimate obstacles, but we’ll get into those a little later.
The Al Lever is a strategic framework that helps hospitality brands weave Al-driven personalization

into their existing guest experience model, without sacrificing the human essence that defines

hospitality.

Itis NOT:
¢ Areplacement of human service with cold automation.
* A wholesale transformation of hotels into tech companies.

o A costly experiment that alienates guests or staff.

It IS:
¢ A modular, data-informed enhancement to existing guest journeys.
* A method to strengthen loyalty and revenue by scaling personalization.

o A credible, future-ready response to rising guest expectations.

Think of the Al Lever as scaffolding: it supports, elevates, and evolves what hospitality already does
best. It shifts hotels from fragmented touchpoints to cohesive, living guest stories. From transactional

stays to transformative journeys. From generic service to deeply personalized care.

By adopting this lever strategically, hotel brands can:
» Differentiate their offerings in a crowded luxury market.

* Build enduring loyalty with high-value guests.

e Command premium pricing by delivering measurable, elevated experiences.




The Benefits
of the Al Lever

There are three compelling reasons why Al-driven personalization is not just compatible with luxury

hospitality but, in fact, deeply synergistic with it:

1. Shared Guest Expectations

Luxury travelers are no longer satisfied with generic service. They expect seamless personalization—
recommendations that anticipate desires, itineraries that reflect their preferences, and communications
that feel crafted just for them. Like we already stated, studies show that 61% of guests are willing to

pay more for experiences that feel truly tailored.

Hotels already hold the guest data, the touchpoints, and the trust to deliver this. Al provides the
connective tissue, transforming fragmented profiles into cohesive, living guest stories that elevate both

loyalty and spend.

2. Travel as a Catalyst for Transformation

Psychologists note that travelers are uniquely receptive to change when removed from their daily
routines. This makes a hotel stay the perfect moment to deliver memorable, high-impact
personalization, whether it's a room curated to sleep cycles, dining options matched to preferences, or

activity recommendations aligned with passions.

Al doesn’t just respond; it predicts. By surfacing the right opportunity at the right moment, hotels
transform travel into something more than an escape. They create experiences that reshape

expectations and keep guests returning.

3. The Hospitality Advantage

Unlike pure tech platforms, hotels already possess the human touch, elevated service culture, and

immersive environments that make personalization feel authentic. What has been missing is the

scalability and precision to deliver it at every level of the guest journey.

Al closes that gap. It allows hotels to weave personalization into booking flows, on-property
experiences, and post-stay engagement—without the clinical coldness of tech-first experiences.

Instead of displacing hospitality’s warmth, Al amplifies it.

And yet, most brands continue to use Al merely for operational automation, back-office efficiencies
rather than guest-facing impact. The next section explores why this misstep persists, and how

repositioning Al as a lever for personalization unlocks its true strategic value.



The to Al Adoption

in Barrier 1: (Base Layer)

If Al is the lever that can elevate hospitality into its next era, why haven’t hotels pulled it with full force? Most hotel systems were designed long before Al existed—property management systems, loyalty
The answer lies in four persistent barriers. Despite the promise of personalization, too often Al remains databases, booking engines—that often don’t communicate with each other. This leads to fragmented
trapped in backend systems, slowed by outdated infrastructure, cautious leadership, and a bias toward data and disjointed guest profiles, making cohesive personalization nearly impossible.

short-term gains. Together, these hurdles form the pyramid of resistance that holds the industry back

from unlocking Al's true strategic value. « Stat: About 45% of hotel leaders cite fragmented tech and siloed systems as a primary obstacle to

unified guest insights.

The Pyramid Of Barriers * Impact: Without a unified view of the guest, Al-driven recommendations become inaccurate,

inconsistent, or even irrelevant—urging hotels to stick with familiar, backend-oriented technology

solutions.

Barrier 2:
Ta lent & Without the right hands, even the best tools gather dust.
Execution

Gap

Hospitality is built on heritage and human
intuition. Introducing Al risks feeling impersonal

or undermining service norms. Many leaders

Short-Term
ROI Bias

, . . fear automation will dilute luxury rather than
What's measured quarterly often ignores what lasts a lifetime.
elevate it.

¢ Qual Insight: As noted by scholars using

the Technology-Organization-Environment

Risk-Adverse
Leadership

Caution keeps comfort...but stalls innovation. (TOE) framework, there’s a persistent
mismatch between Al's transformative
potential and what hoteliers understand or
Yesterday’s systems can’t trust.
power tomorrow’s personalization.
Legacy Infrastructure o
e Impact: This hesitancy doesn’t come from
ignorance, but from caution. Al investments
skew toward “safe” backend systems that

promise efficiency, not emotional loyalty.

Al adoption stalls at the
front desk...



Barrier 3: Short-Term RO! Bias

In an industry where quarterly performance reports dominate decision-making, many hotels undervalue
Al's long-term potential. Personalization platforms often require upfront investment and time before
returns become clear. This creates a bias toward quick wins—discount campaigns, yield optimization
tools, or operational automations—that show immediate revenue boosts but fail to cultivate enduring

loyalty.

Research indicates that guest-centric personalization can increase lifetime revenue by 15-20%, but
because this benefit accrues over years, it’s often ignored in favor of near-term cost savings. This
short-sightedness prevents hotels from harnessing Al as a true value driver, leaving the full guest

journey underdeveloped.

7%

of hospitality executives cite “lack of near-term

ROI" as a primary reason for delaying Al
personalization adoption (McKinsey, 2024).

Barrier 4: Talent & Execution Gap

Al tools are only as effective as the teams that deploy
them. Yet the hospitality sector lags behind in attracting
and training digital talent. While top brands in retail,
tech, and finance have integrated data science teams
into daily operations, hotels often outsource piecemeal
solutions without the in-house expertise to execute

consistently.
This creates a dual gap:

1. Knowledge Gap: Many hospitality leaders lack the
technical understanding to separate hype from
genuine value, leading to misallocated budgets.

2. Execution Gap: Even when Al tools are purchased,
they are often underutilized, sitting idle due to

limited staff training or bandwidth.

Closing this gap requires more than just hiring a few
analysts, it means embedding a culture of digital fluency

across service, operations, and strategy. Until then, Al's

promise remains underleveraged.

In-House Al Experts
28%

Al Tools Used to Scale
38%

Al Tools Abandoned
62%

No Experts
72%



|
Ad d reSSI n g th e C h a lle n g es When addressed systematically, these challenges transform from barriers into building blocks. Hotels

that align infrastructure, leadership, ROl expectations, and talent will be best positioned to unlock Al’s

FrOm barr/efs tO bfea/(thmughs full promise: elevating personalization from marketing rhetoric to measurable value.

The barriers holding Al back in hospitality are real, but they are not insurmountable. Hotels that
succeed in this transition recognize that personalization is not a bolt-on feature, it's a strategic shift.
Tackling these hurdles requires a layered response:

* Modernize Infrastructure: Legacy systems must give way to integrated, cloud-based platforms
where guest data flows seamlessly across every touchpoint. This is the foundation for meaningful
personalization.

» Reframe Leadership Mindset: Leaders need to view Al not as a threat to hospitality’s warmth, but
as an amplifier of it. Framing Al as an enhancer of service, rather than a replacement, helps unlock
organizational buy-in.

« Balance ROI Horizons: While Al must deliver measurable impact, hotels must broaden the lens
beyond quarterly gains to include loyalty, lifetime value, and long-term brand equity.

* Invest in Talent & Execution: Closing the knowledge and execution gap means embedding digital

fluency at every level of operations. From front-line staff to executive leadership, training and

integration are key to ensuring Al delivers consistently.




Kupola Media invites you to explore
how Al can elevate hospitality from
efficient to unforgettable.

If this paper has sparked ideas, questions, or opportunities, we'd be honored to continue the conversation with you.

Let’s Talk

Kupola Media partners with ambitious travel and hospitality brands to harness the power of Al and

personalization. Our role is not to replace hospitality’s human heart, but to amplify it with

intelligence, creativity, and precision.

Whether you're exploring Al integration, rethinking your guest experience, or seeking a competitive

edge in a crowded market, we're here to help you build what's next.

Connect with us:
info@kupolamedia.com

kupolamedia.com
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