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Reviews 
Key Reflections for Any Hotelier Reading This 

The core message is that you do not need to understand how AI works.  

You need to understand what it can and cannot do, who is accountable when it gets something wrong, and 
whether your hotel is genuinely ready to use it responsibly.  

Ask those four questions before you sign anything, and you will be ahead of most of the industry. 

The intelligence may well be artificial. The judgment, the care, and the accountability must remain entirely 
human. 

I recommend this document to any hospitality leader who wants to engage with AI seriously, and I look forward to 
the conversation it will generate. Terence, well done.  

Richard Hatter FIH CHE EMBA is a hotel operator, educator, and industry speaker with over 25 years of 
experience across Asia, the Middle East, the Caribbean, and the United Kingdom. He was the General Manager 
and Adjunct Associate Professor at Hotel ICON in Hong Kong, and the Director of Development at Shangri-La 
Hotels and Resorts 
 

---------------	
	
	

As the first publication documenting how AI can and will be applied in the hospitality industry, the AI in Hospitality 
Lexicon is a timely and important contribution to our sector. It succeeds because it does not treat AI as a distant 
technical subject, but as a practical management discipline for hotel leaders. We applaud Pertlink for this 
initiative. The document makes clear that executives do not need to become technologists; they need to 
understand what AI can and cannot do, how data and governance determine outcomes, and why human 
judgment must remain central to guest service. Its framing of AI as augmentation rather than replacement is 
especially relevant for hospitality, where technology should make service more responsive, consistent, personal, 
and profitable without removing the warmth that defines the industry. 
 
The AI in Hospitality Lexicon is a must-read for all industry stakeholders. AI is rightly presented as an enabler of 
better guest service and increased profitability, and this document serves as your reference guide for making 
informed decisions. I particularly value its emphasis on starting with low-risk, internal use cases; its warning 
against shadow AI, weak data, and AI-washing; and its insistence that governance, privacy, human approval, and 
brand voice are not back-office concerns but essential guest-experience standards. My conclusion is simple: 
hotels that learn this new language early will be better prepared to evaluate vendors, protect their guests and 
teams, and use AI to strengthen — not dilute — the human experience of hospitality. 
 
Henri Roelings is a respected hospitality media entrepreneur, publisher, and industry connector with a long-
standing commitment to advancing knowledge, innovation, and leadership in the global hotel sector. Through his 
work with Hospitality Net and other industry initiatives, he has helped shape conversations on hotel technology, 
digital transformation, education, and the future of hospitality, bringing together executives, academics, 
researchers, and solution providers to exchange ideas and advance the industry. 
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AI in Hospitality Lexicon 

The New Language of Intelligent, Human-Centered Hospitality 

 

An Operator's Educational Guide 

V1.0 
 
 

How to Use This Document 
This lexicon is designed as a practical educational guide, not a textbook to read cover to cover. 
Different roles need different sections. Use the table below to find your fastest path to the most 
relevant content — then dip into other sections as your curiosity or project needs grow. 

 
Your Role Priority Sections 

General Manager How to Use → Sections 1, 2, 3, 8, 12, 13. Skim 11 for strategy framing. 

Owner / Investor How to Use → Sections 1, 8, 10, 11, 13. Focus on ROI, risk, and governance. 

Revenue Manager Sections 1, 2, 4, 7, 8. Pay close attention to Section 4 use-case risk ratings. 

IT / Technology Leader All sections. Focus depth on 7, 8, 9, 10. Section 9 is your technical map. 

HR / L&D Leader Sections 1, 2, 6, 8, 11. Section 6 is your primary reference. 

Operations Leader Sections 1, 2, 3, 5, 8, 12. Section 12 translations are your daily guide. 

Department Manager Sections 1, 2, 3, 12. Section 2 use-case risk ratings matter most for you. 

Marketing / 
Commercial 

Sections 1, 2, 3, 4, 7. Brand voice and personalization terms are key. 

 

Before You Start: Three Foundational Questions 

These three questions will anchor your thinking throughout this guide. Return to them whenever a 
vendor makes a claim, a vendor demo impresses, or a team member proposes a new AI initiative: 

• Question 1: What data will this AI use — and is that data clean, current, and governed? 
• Question 2: Who reviews and approves the AI output before it reaches a guest, a rate, or a 

record? 
• Question 3: What happens when it goes wrong — and who is accountable? 
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Why This Vocabulary Matters Now 
Hospitality AI vendors are moving fast. Pitches are full of terms — RAG, MCP, agentic, human-in-the-
loop, orchestration layer — that hotel leadership is expected to evaluate without a technical background. 
 
The cost of not understanding the language is real: hotels freeze while competitors move, or they buy 
expensive AI-washed software that does nothing new. Worse, staff quietly use public chatbots and 
expose guest data without any policy in place. 
 
This lexicon gives you the vocabulary to ask the right questions, evaluate vendors honestly, and build AI 
policies that protect your guests, your team, and your brand. 
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1. Before You Adopt AI — Operator's Readiness Checklist 
Use this checklist before approving any AI investment, pilot, or vendor engagement. It is not a 
bureaucratic exercise — it is a protection mechanism for your guests, your staff, and your property. 

Data Readiness 

o We have identified the data sources this AI will use 
o That data is clean, current, and free of significant duplicates or gaps 
o We know which data contains PII, and it is handled according to our privacy policy 
o We have a Single Source of Truth for the key information that this AI will reference 

Governance Readiness 

o We have a named owner for this AI use case (business, technical, and risk) 
o We have an Acceptable Use Policy that staff have read and acknowledged 
o We have defined the approval workflow before any AI output reaches a guest 
o We know how to disable or pause this AI if something goes wrong 
o We have defined escalation triggers — what situations the AI must hand to a human 

Risk Readiness 

o We have classified this use case as Low, Medium, or High risk 
o We have tested for hallucination risk with real hotel scenarios 
o We know what the AI cannot access (least privilege is defined) 
o We have asked the vendor about prompt injection and data privacy protections 
o The AI starts in read-only or simulation mode before going live 

People Readiness 

o Affected staff know this tool is being introduced and why 
o Staff have been trained on what to do when the AI is wrong 
o We have at least one AI Champion in the department 
o We have a plan to measure and share early wins with the team 

Commercial Readiness 

o We have defined what success looks like — in measurable terms 
o We understand the Total Cost of Ownership, not just the license fee 
o We have reviewed the vendor SLA and know what is not covered 
o We have a review date within 90 days of go-live to assess performance 

 

Scoring Your Readiness 
18–20 ticked: You are ready to proceed. Ensure the review date is booked. 
12–17 ticked: Address gaps before go-live, particularly in governance and data. 
Below 12: Do not proceed. Invest in data quality, governance, and policy first. 
 
There is no penalty for not being ready yet. There is significant penalty for going live before you are. 
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2. Core AI Terms for Hospitality 
These are the foundational terms you will encounter in almost every AI conversation, vendor pitch, or 
technology evaluation. Master these first — everything else builds on them. 

 
Term Meaning in Hospitality 

AI — Artificial Intelligence Software that can analyze information, recognize patterns, generate 
content, make recommendations, or assist with decisions. In hospitality, 
AI can support operations, revenue, guest service, marketing, 
maintenance, HR, finance, training, and administration. 

Generative AI AI that creates new content, such as emails, SOPs, guest responses, 
review replies, reports, images, training materials, menus, job 
descriptions, briefing notes, and marketing copy. 

Conversational AI AI designed to interact through natural language, usually through chat or 
voice. Used in guest messaging, contact centers, reservations, internal 
help desks, and staff assistants. 

Chatbot A conversational system that answers questions or handles basic tasks. 
Poorly designed chatbots can damage brand value; well-designed ones 
reduce friction and support staff. 

AI Assistant A digital helper that can answer questions, draft content, summarize 
information, analyze data, or support staff with routine work. 
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Term Meaning in Hospitality 

AI Co-pilot AI that supports a human decision-maker rather than replacing them. A 
useful framing for GMs, revenue managers, chefs, engineers, HR 
managers, sales teams, and front office leaders. 

Agentic AI AI that can take a goal, plan steps, use tools, and complete tasks with a 
degree of autonomy. In hospitality, this could support workflows such as 
complaint follow-up, maintenance triage, revenue alerts, or procurement 
comparisons. 

AI Agent A task-focused AI system that can reason, use tools, retrieve data, and 
perform defined actions. For hotels, agents may eventually support 
reservations, service recovery, engineering, revenue management, HR, 
purchasing, or guest communications. 

Autonomous Assistant An AI assistant that can act with limited human intervention. High 
potential, but high risk in hospitality unless tightly controlled. 

Human-in-the-Loop A process where AI assists, but a human reviews, approves, or corrects 
the output before action is taken. Essential for guest communication, 
pricing, HR, legal, safety, service recovery, and brand-sensitive decisions. 

Human Override The ability for staff to stop, correct, reject, or change AI output or action. 
Essential where guest experience, safety, money, or reputation is 
involved. 

Augmentation AI enhancing human work rather than replacing people. The most 
appropriate hospitality framing. 

Automation Technology completing tasks with limited human intervention. Useful for 
repetitive work, but risky when applied blindly to guest experience. 

Invisible AI AI working quietly in the background to support staff, reduce friction, and 
improve decisions without making the guest feel processed. 

Calm AI AI that reduces noise, admin, alerts, and operational stress rather than 
creating more dashboards, messages, and confusion. 

Human-Centered AI AI designed around staff and guest needs, not around technology novelty. 

Responsible AI AI used in ways that are safe, fair, transparent, privacy-aware, and 
aligned with human values. 

Ethical AI AI use that respects guests, employees, privacy, fairness, brand integrity, 
and accountability. 

 

Watch out for: AI Washing 
AI Washing occurs when a vendor labels standard rules-based software as 'AI' to charge a premium. 
Signs include: 
  •  The system cannot learn or improve from new data 
  •  The vendor cannot explain what model powers the product 
  •  The 'AI' is simply a decision tree or keyword trigger 
  •  Outcomes are identical regardless of context 
 
Test: Ask the vendor 'What happens when the data changes — does the system adapt, and how?' 
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3. AI Use Cases in Hotel Operations 
Knowing the term is only half the job. The risk column below tells you how cautiously to approach each 
use case. Start with Low-risk applications to build confidence and governance before moving to 
Medium- or High-risk applications. 

 
Use Case Meaning in Hospitality Risk Level 

Use Case A specific, practical application of AI — such as 
summarizing guest reviews, drafting owner updates, 
analyzing maintenance logs, preparing revenue meeting 
notes, or generating training scenarios. 

Low 

Low-Risk Use Case AI task with limited guest, legal, financial, or operational 
risk. Examples: summarizing internal documents, 
drafting training outlines, creating meeting agendas, or 
preparing internal briefing notes. 

Low 

AI Shift Briefing AI-generated summary of arrivals, VIPs, complaints, 
events, occupancy, room defects, staffing gaps, and 
risks for the next shift. 

Low 

AI Meeting Summary AI-generated minutes, decisions, action items, owners, 
and deadlines from operational or corporate meetings. Low 

AI SOP Generator AI helping draft standard operating procedures. Useful, 
but every SOP must be validated against brand 
standards, legal requirements, and actual operations. 

Low – Medium 

AI Training Coach AI used to help staff practice complaint handling, guest 
conversations, upselling, safety procedures, leadership 
situations, or system steps. 

Low 

AI Procurement 
Assistant 

AI helping compare supplier proposals, summarize 
contracts, identify risks, prepare evaluation matrices, 
and highlight missing commercial terms. 

Medium 

AI Contract Review 
Support 

AI summarizing contracts, obligations, exclusions, 
renewal terms, penalties, and risks. Useful, but not a 
replacement for legal review. 

Medium 

AI Night Audit Support AI assisting with exception summaries, unusual 
postings, unresolved traces, rate discrepancies, no-
shows, and operational issues after night audit. 

Medium 

AI Owner Update AI-assisted draft of performance summaries, risks, 
action plans, financial narratives, and commercial 
explanations for ownership. Must be reviewed by the GM 
or leadership team. 

Medium 

Service Recovery AI AI that helps classify complaints, suggest recovery 
options, draft guest messages, and ensure follow-up. 
Human judgment remains essential. 

High 

High-Risk Use Case AI task involving sensitive decisions, guest data, pricing, 
employment, health, safety, legal exposure, or brand 
reputation. Requires stronger controls and human 
approval. 

High 
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Use Case Meaning in Hospitality Risk Level 

AI Triage Sorting and prioritizing guest requests, complaints, 
emails, tickets, defects, or maintenance items based on 
urgency and impact. 

Medium 

Workflow Automation Automating repetitive processes such as routing 
requests, creating tickets, generating summaries, 
escalating issues, or preparing reports. 

Low – Medium 

Task Orchestration Coordinating several steps across systems, 
departments, or tools. Example: guest complaint → ticket 
→ room inspection → recovery note → manager follow-up. 

Medium 

Process Mining Analyzing system logs to understand how work actually 
happens, where delays occur, and where processes 
break. 

Low 

Next Best Action AI recommendation for what staff should do next for a 
guest, lead, complaint, service failure, or operational 
issue. 

Medium 

Exception Handling Managing situations where AI cannot safely or correctly 
complete a task and must escalate to a human. High 

Escalation Logic Rules defining when AI must hand over to a human. 
Examples: angry guest, VIP complaint, refund dispute, 
legal threat, safety issue, medical concern, harassment 
report, or payment issue. 

High 

 

Recommended Starting Path for Most Hotels 
Phase 1 (Now): Internal only, read-only, human-reviewed — Shift briefings, meeting summaries, SOP 
drafts, training scenarios 
Phase 2 (3-6 months): Structured output with approval gate — Review responses, owner updates, 
procurement summaries 
Phase 3 (6-12 months, with governance in place): Supervised agent workflows — Service recovery, triage, 
task orchestration 
 
Do not begin with guest-facing or pricing AI until Phase 2 governance is established. 

 
 

4. Guest Experience and Brand Terms 
These terms govern how AI touches the guest relationship. They require the most careful handling — a 
poorly calibrated chatbot or a tone-deaf review response will damage brand value faster than it builds 
it. 

 
Term Meaning in Hospitality 

Virtual Concierge AI-powered guest assistant for hotel information, recommendations, 
bookings, directions, and requests. 
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Term Meaning in Hospitality 

Digital Butler A more personalized AI concierge, often positioned for luxury hotels. 
Must be carefully balanced with human service. 

Guest Intent Detection AI identifying what a guest wants — complaint, booking change, 
housekeeping request, restaurant reservation, billing question, transport 
request, or service recovery. 

Sentiment Analysis AI analysis of guest reviews, surveys, chats, emails, and social posts to 
understand mood, praise, complaints, and emerging issues. 

Guest Sentiment The emotional signal in guest feedback. Important because guest 
dissatisfaction often appears before formal complaints. 

Personalization Using guest data to tailor offers, communications, amenities, 
recommendations, room preferences, and experiences. 

Hyper-Personalization Highly individualized service based on detailed guest data, behavior, 
preferences, and context. Powerful, but privacy-sensitive. 

Recommendation Engine AI system suggesting rooms, packages, upsells, dining, spa, activities, 
amenities, or offers. 

Guest Churn Prediction AI identifying guests who may not return because of dissatisfaction, price 
sensitivity, poor recovery, reduced engagement, or changed behavior. 

Review Response AI AI drafting replies to online reviews. Must be human-reviewed to avoid 
generic, tone-deaf, inaccurate, or legally risky responses. 

Brand Voice Control Ensuring AI-generated messages sound like the hotel brand, not like a 
generic machine. 

Tone Calibration Adjusting AI output to match luxury, lifestyle, resort, corporate, boutique, 
family, wellness, senior living, or destination positioning. 

Brand-Safe AI AI that protects tone, accuracy, privacy, service standards, cultural 
sensitivity, and guest trust. 

Frictionless AI AI designed to remove steps from the guest journey. Useful when it 
removes unnecessary effort; harmful when it removes human warmth. 

Friction-Intelligent AI AI designed to remove unnecessary friction while preserving meaningful 
human interaction. 

HXO — Human Experience 
Orchestration 

Coordinating technology, staff, data, timing, service design, and human 
touchpoints so the guest feels recognized rather than processed. 

The Invisible Hotel A hotel where digital systems manage much of the guest journey behind 
the scenes. Efficient, but incomplete if human warmth disappears. 

The First 60 Seconds The early emotional window where the guest forms an impression of 
competence, welcome, and care. AI should support this moment, not 
replace it. 

 

Example: What Good Looks Like 
Scenario: A returning guest checks in after a long-haul flight. Without AI: the front desk agent is staring at 
a screen, reading through booking notes. 
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With well-implemented AI: the agent receives a brief, pre-prepared context card — preferred room floor, 
last stay complaint resolved, dietary note — and greets the guest by name with unbroken eye contact. 
 
The AI is invisible. The human is present. That is HXO in practice. 

 
 

5. Revenue, Commercial, and Distribution AI Terms 
Revenue AI is one of the highest-stakes areas because errors translate directly into financial loss or 
reputational damage. Ensure every AI recommendation in this domain has human oversight and a clear 
approval process before action is taken. 

 
Term Meaning in Hospitality 

Demand Forecasting AI AI that predicts future demand using booking pace, market conditions, 
events, competitor activity, weather, flight data, search behavior, and 
historical trends. 

Predictive Analytics Using data to forecast what may happen — occupancy, cancellations, 
staffing needs, guest churn, revenue performance, maintenance failure, 
or demand shifts. 

Dynamic Pricing AI AI that recommends or adjusts room rates based on demand, availability, 
competitor pricing, booking behavior, business rules, and market signals. 

Revenue Optimization Using AI and analytics to improve rate, occupancy, channel mix, 
restrictions, upsell, profitability, and total revenue. 

Total Revenue AI AI applied beyond rooms revenue to include F&B, spa, events, parking, 
retail, activities, memberships, resort fees, and ancillary spend. 

Upsell AI AI that recommends upgrades, add-ons, packages, early check-in, late 
checkout, spa, dining, activities, transfers, or experiences. 

Price Elasticity Modeling AI-assisted analysis of how demand changes when rates change. Helps 
identify when to push price and when demand may collapse. 

Cancellation Prediction AI predicting which bookings are more likely to cancel. Useful for 
overbooking, inventory control, and revenue protection. 

No-Show Prediction AI forecasting which reservations may not arrive. Useful for oversell 
strategy and operational planning. 

Channel Mix Optimization AI helping balance direct, OTA, GDS, wholesale, corporate, group, 
metasearch, and brand.com business based on net value. 

Cost-of-Acquisition 
Intelligence 

AI analysis of the true cost of a booking, including commission, 
transaction fees, loyalty cost, marketing spend, and distribution cost. 

Displacement AI AI-assisted evaluation of whether accepting one piece of business may 
block more profitable business later. 

Group Evaluation AI AI helping assess group business by room revenue, meeting space, F&B 
spend, shoulder dates, displacement, labor impact, and profitability. 

Rate Integrity AI AI monitoring price consistency, parity issues, wholesale leakage, 
unauthorized discounting, and channel undercutting. 
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Term Meaning in Hospitality 

Commercial Intelligence 
Layer 

AI-supported view combining revenue, sales, marketing, distribution, and 
profitability data. 

Ancillary Revenue AI AI identifying opportunities to increase non-room revenue from dining, 
spa, activities, transport, retail, parking, minibar, memberships, or 
experiences. 

 

Revenue AI: What Can Go Wrong 
Example: An AI recommends a rate drop based on competitor data that is 24 hours out of date. Staff 
approve without checking. The property undersells by 15% over a peak weekend. 
 
Prevention: Always validate AI rate recommendations against live market context. Grant write access to 
pricing systems only after extensive testing. Keep a human revenue decision in the loop for any rate 
movement above a defined threshold. 

 
 

Operational Story: The Rate That Should Not Have Moved 
A revenue manager at a 280-room full-service property received an AI rate recommendation to drop the 
weekend rate by £35 across all room categories. The system flagged softening pace and presented the 
recommendation with high confidence. The revenue manager accepted it without reviewing the 
underlying data — the competitor set, the group block holding for that weekend, or the corporate booking 
window that typically compressed late. She was under time pressure and trusted the tool. 
The AI had not accounted for a city-wide conference that had been added to the calendar two days 
earlier, after the model’s last data refresh. By the time the error was identified on Friday morning, OTA 
inventory had already been undercut by two competitor properties who had repriced upward. The 
weekend closed significantly below pace, and the revenue manager spent most of Monday in a post-
mortem with the GM explaining why a strong demand weekend had been sold cheap. 
The lesson is not that the AI was wrong — AI systems will always have data lag. The lesson is that 
accepting a rate recommendation without checking the underlying rationale is not a time-saving 
shortcut. It is an abdication of the revenue manager’s judgment. AI tools in revenue management are co-
pilots, not autopilots. The human must still look out the window. 

 

6. Engineering, Maintenance, Energy, and Facilities AI 
Terms 
Engineering AI offers some of the clearest, most measurable ROI in hospitality — predicting failures 
before they become guest complaints, reducing energy costs, and extending asset life. It also carries 
lower guest-facing risk than most other AI categories, making it a strong starting point for many 
properties. 

 
Term Meaning in Hospitality 

Predictive Maintenance AI-assisted forecasting of equipment failure before breakdown. Useful for 
HVAC, elevators, pumps, chillers, boilers, laundry, kitchen equipment, 
guestroom assets, and building systems. 
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Term Meaning in Hospitality 

Anomaly Detection AI identifying unusual system behavior — energy spikes, temperature 
drift, pump irregularities, network errors, door lock issues, or abnormal 
guestroom controls. 

Smart Building AI AI analyzing building systems to improve comfort, energy efficiency, 
maintenance planning, and fault detection. 

Energy Optimization AI AI used to reduce energy consumption while maintaining guest comfort. 
Relevant to HVAC, lighting, chillers, pumps, boilers, and occupancy-
based controls. 

Fault Detection and 
Diagnostics (FDD) 

AI or analytics identifying equipment faults and likely causes. 

Digital Twin A virtual model of a hotel asset, room, floor, building system, or entire 
property. Useful for simulation, maintenance, energy, and planning. 

Computer Vision AI interpreting images or video. Potential hospitality uses include safety 
monitoring, queue analysis, asset inspection, plate presentation checks, 
cleaning verification, security alerts, and maintenance review. 

IoT AI AI using sensor data from connected devices such as thermostats, 
occupancy sensors, locks, meters, pumps, chillers, and lighting systems. 

Occupancy-Based 
Optimization 

AI adjusting systems based on actual or predicted room or area 
occupancy. 

Asset Health Score AI-generated indicator of how well a piece of equipment is performing 
and how likely it is to fail. 

Maintenance Triage AI AI prioritizing work orders based on guest impact, safety, urgency, asset 
criticality, and operational risk. 

Root Cause AI AI helping identify likely causes of repeated defects, guestroom 
complaints, equipment alarms, or system failures. 

RCA Support AI AI assisting with Root Cause Analysis by summarizing logs, identifying 
patterns, and drafting corrective action plans. 

 

Example: Predictive Maintenance in Action 
Scenario: Sensors on a chiller unit flag a temperature anomaly outside normal operating parameters. The 
AI generates an alert, cross-references maintenance logs, and identifies a pattern consistent with a 
failing bearing — 11 days before the unit would have broken down during peak occupancy. 
 
Result: The engineer schedules a controlled repair during a low-occupancy window. The hotel avoids 40+ 
room relocations, emergency contractor costs, and guest complaints. 
 
This is where AI ROI is clearest: measurable, operational, and guest-invisible. 
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7. HR, Learning and Development, and Workforce AI Terms 
HR AI carries significant ethical and legal risk. Terms like bias, employee sentiment analysis, and 
skills intelligence must be handled with governance frameworks in place. AI should support HR 
decisions — never make them unilaterally. 

 
Term Meaning in Hospitality 

AI Literacy Basic understanding of what AI can do, what it cannot do, and how to use 
it responsibly. 

AI Adoption The process of getting staff to use AI properly in real work, not just attend 
a training session. 

AI Champion A person in the hotel who promotes practical, safe, and useful AI 
adoption. 

Role-Based AI AI configured for a specific role — GM, Revenue Manager, Housekeeping 
Manager, Chief Engineer, HR Manager, Chef, Concierge, or Front Office 
Manager. 

Departmental AI Toolkit A structured set of AI uses, prompts, templates, rules, and examples for 
one department. 

AI Training Simulation AI-generated role-play or scenario training for guest complaints, 
upselling, emergency response, leadership, interviews, and service 
recovery. 

Skills Intelligence AI analysis of current and required skills across teams. Useful for training, 
succession planning, and workforce development. 

Workforce Forecasting AI AI predicting staffing needs based on occupancy, events, covers, check-
ins, departures, weather, historical patterns, and service standards. 

Scheduling Optimization AI AI helping match labor deployment to expected demand while respecting 
productivity, compliance, fairness, and service levels. 

Employee Sentiment Analysis AI analysis of surveys, comments, exit interviews, or internal feedback to 
understand morale and risk. Must be handled carefully and ethically. 

Bias in HR AI Risk that AI could unfairly influence hiring, promotion, scheduling, 
performance analysis, or disciplinary decisions. Requires strict 
governance. 

Change Resistance Staff hesitation or refusal to use AI due to fear, confusion, mistrust, lack 
of training, or bad implementation. 

Human Value Stack The set of human skills that become more valuable as AI spreads: 
empathy, judgment, creativity, ethics, leadership, cultural awareness, 
and relationship-building. 

 

Managing Change Resistance 
The most common reason AI adoption fails in hotels is not technology — it is people. 
 
What works: Start with use cases that make staff's own jobs easier (not more monitored). Let the team 
see AI handle the tedious shift-briefing summary so they have more time for guests. Wins visible to the 
team build trust faster than any training session. 
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What doesn't work: Announcing AI as an efficiency program, implementing it without staff involvement, 
or using it to measure individual performance before trust is established. 

8. Data, Knowledge, and Integration Terms 
Data quality is the single biggest determinant of AI success or failure in hospitality. Before investing in 
any AI tool, audit your data infrastructure. AI cannot compensate for siloed, inconsistent, or outdated 
information. 

 
Term Meaning in Hospitality 

AI-Ready Data Clean, structured, current, and trusted data that AI can actually use. 

Garbage In, Garbage Out If hotel data is poor, outdated, duplicated, or inconsistent, AI output will 
also be poor. 

Data Governance Managing data ownership, quality, access, privacy, retention, and usage. 

Data Silos Data trapped in separate systems such as PMS, POS, RMS, CRM, GRMS, 
BMS, guest messaging, finance, HR, and reputation platforms. 

Single Source of Truth The approved place where correct information lives. AI should reference 
this, not random outdated files. 

Knowledge Management Organizing hotel information so AI and staff can find accurate answers 
quickly. 

Private Knowledge Base A secure collection of hotel-specific information that AI can search — 
SOPs, brand standards, menus, room facts, policies, emergency 
procedures, FAQs, and training guides. 

RAG — Retrieval-Augmented 
Generation 

AI method that retrieves information from approved documents or 
databases before generating an answer. Useful for reducing 
hallucinations. 

Vector Database A database that stores information so AI can search by meaning, not just 
exact words. Useful for SOPs, manuals, FAQs, policies, guest 
information, and knowledge bases. 

Semantic Search Searching by meaning rather than exact keywords. For example, finding 
'late checkout policy' even if the document says 'extended departure.' 

Semantic Layer A business-friendly data layer that defines what hotel terms mean across 
systems. Helps AI understand terms such as room revenue, net ADR, 
occupied room, guest complaint, or available inventory. 

Knowledge Graph A structured map of relationships between guests, preferences, rooms, 
assets, defects, amenities, complaints, loyalty status, service recovery, 
vendors, and operational data. 

Ontology A formal definition of business concepts and relationships. Important for 
hotel groups that want consistent AI understanding across brands, 
properties, regions, and systems. 

Data Lake Central place where large volumes of data from different systems can be 
stored and analyzed. 
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Term Meaning in Hospitality 

Data Fabric Architecture that connects and governs data across systems so it can be 
accessed more intelligently. 

Integration Layer Technical layer that allows systems to communicate with each other. 
Essential for scalable hotel AI. 

API Connectivity Ability for systems to exchange data through APIs. Without it, AI remains 
limited. 

Real-Time Data Current operational data — room status, guest requests, occupancy, rate 
changes, work orders, payments, or maintenance alerts. 

Batch Data Data updated periodically rather than instantly. Less useful for time-
sensitive operations. 

Training Data Information used to teach or improve an AI system. In hospitality, this 
may include SOPs, guest queries, service logs, reviews, maintenance 
records, call transcripts, menus, or booking data. 

Synthetic Data Artificially generated data used for testing or training without exposing 
real guest information. 

Fine-Tuning Customizing an AI model with specific examples so it behaves better for a 
particular brand, task, or department. 

SIP — Session Initiation 
Protocol 

A signaling protocol used to establish, manage, and terminate real-time 
communication sessions such as voice, video, and messaging. In 
hospitality, SIP underpins IP-based telephony systems (PABX), guest 
room phones, mobile staff communication, call centers, and integrations 
with platforms such as PMS, CRM, and guest messaging systems. SIP 
enables features such as click-to-call from guest profiles, automated 
wake-up calls, service routing, and integration between telephony and 
operational workflows. It is critical for modernizing legacy voice 
infrastructure into IP-based, software-driven communication 
environments. 

WebSockets A communication protocol that enables persistent, real-time, two-way 
data exchange between systems over a single connection. Unlike 
traditional request-response models, WebSockets allow continuous data 
flow without repeated polling. In hospitality, WebSockets are used to 
support real-time applications such as live dashboards, guest messaging 
platforms, IoT device updates (e.g., room controls, occupancy sensors), 
queue monitoring, and operational alerts. They enable instantaneous 
updates across systems — for example, room status changes, service 
requests, or engineering alerts — improving responsiveness and 
coordination across departments. 

Data Readiness: The Honest Audit 
Before any AI implementation, ask these questions about your data: 

o Is your PMS guest data clean and free of duplicates? 
o Do your POS, PMS, and CRM share a consistent guest identifier? 
o Are your SOPs stored in one place, current, and accessible? 
o Is your maintenance log structured, or is it free-text notes? 

 
If the answer to most of these is 'no' or 'not sure,' fix the data before buying the AI. 
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9. Governance, Risk, Privacy, and Control Terms 
This is the most critical section for protecting your guests, your staff, and your property. AI without 
governance is not innovation — it is exposure. Familiarize your leadership team with every term in this 
section before approving any AI deployment. 

 
Term Meaning in Hospitality 

AI Governance The rules, responsibilities, approvals, and controls that determine how AI 
is used safely and responsibly. 

AI Guardrails Boundaries that prevent AI from exposing guest data, making 
unauthorized promises, changing rates without approval, sending 
unapproved messages, or producing unsafe recommendations. 

AI Policy A formal document explaining how staff may and may not use AI. 

Acceptable Use Policy A policy defining approved AI uses, prohibited uses, data-handling rules, 
and escalation requirements. 

AI Risk Register A structured list of AI-related risks, their likelihood, impact, owner, 
mitigation, and monitoring method. 

Model Risk Risk that an AI system produces inaccurate, biased, unsafe, 
inappropriate, or commercially damaging output. 

Hallucination When AI produces confident-sounding but false or unsupported 
information. In hotels, this could mean inventing a policy, facility detail, 
rate rule, legal statement, or guest commitment. 

Bias When AI produces unfair or skewed outputs based on flawed data or 
assumptions. Important in HR, pricing, guest profiling, and service 
prioritization. 

Explainability The ability to understand why an AI system made a recommendation. 
Important for revenue, HR, guest recovery, finance, and operational 
decisions. 

Transparency Being clear when AI is used, especially where guests, employees, 
owners, or regulators may be affected. 

Data Privacy Protecting guest, employee, owner, and commercial data when using AI 
tools. 

PII — Personally Identifiable 
Information 

Data that can identify a person — name, phone number, email, passport 
details, loyalty number, payment details, address, or ID document. 

Data Minimization Using only the information needed for a task. Do not paste full guest 
profiles into AI when a summary will do. 

Redaction Removing sensitive information before using AI. Example: replacing a 
guest name with 'Guest A.' 

Anonymization Removing identifying details so data cannot reasonably be traced back to 
a specific person. 

Data Leakage Sensitive information unintentionally exposed through AI tools, prompts, 
files, integrations, or outputs. 
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Term Meaning in Hospitality 

Data Exfiltration Unauthorized extraction of data from a system. Serious risk when AI 
agents have access to PMS, email, contracts, payroll, guest profiles, or 
owner reports. 

Closed AI Environment AI system configured for enterprise use where hotel data is protected and 
not used to train public models. 

Public AI Tool General AI tool available to consumers. Useful, but risky if staff paste 
confidential hotel, guest, employee, or owner data into it. 

Enterprise AI Business-grade AI environment with stronger privacy, administration, 
access controls, security, compliance, and support features. 

Shadow AI Staff using AI tools without approval, policy, security review, or 
management visibility. 

Shadow Agent An unapproved AI agent used by staff outside official IT or governance 
controls. More dangerous than shadow AI because it may take action, not 
just answer. 

Prompt Injection Malicious or hidden instruction designed to manipulate an AI system into 
ignoring rules or leaking data. 

Indirect Prompt Injection Prompt injection hidden inside external content that AI reads — emails, 
reviews, supplier proposals, web pages, or documents. 

AI Quality Assurance Reviewing AI outputs for accuracy, tone, compliance, bias, safety, and 
usefulness. 

AI Audit Trail Evidence trail of prompts, retrieved data, recommendations, approvals, 
and actions. 

Approval Workflow Required review process before AI-generated content or 
recommendations are used. 

AI Kill Switch Mechanism to immediately disable an AI agent or workflow if something 
goes wrong. 

Zero Trust AI Applying zero-trust security principles to AI agents: never assume trust, 
verify every access and action. 

Least Privilege Giving an AI agent or tool only the minimum access required to perform 
its task. Essential for preventing data leakage and unauthorized action. 

Scoped Access Limiting what data, systems, departments, dates, or actions an AI tool 
can access. 

Read-Only Mode AI can retrieve or summarize data but cannot change anything. A sensible 
starting point for hotel AI adoption. 

Write Access AI can create, edit, send, approve, post, or change records. High-risk and 
should require strong controls. 

 

The Shadow AI Problem — It Is Already Happening 
In most hotels, shadow AI is not a future risk. It is today’s reality. The example most commonly cited — 
front desk agents drafting guest apology emails in a public chatbot — is real, but it understates the 
exposure considerably. In upscale and luxury properties, what is actually being shared with public AI 
tools includes VIP preference profiles with named medical and dietary requirements, incident reports 
detailing complaints, injuries, or security events involving identifiable guests, ownership and asset 
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management correspondence, confidential personnel records and disciplinary notes, and investigative 
summaries related to theft, harassment, or staff misconduct. These are not hypothetical risks. They are 
the categories of information that senior hotel staff reach for when they need help drafting a sensitive 
communication or summarising a complex situation — exactly the moments when the instinct to open a 
public AI tool is strongest. The governance risk is not that staff are using AI. It is that the most sensitive 
data in the operation is the most likely to be shared with a tool that has no data residency controls, no 
enterprise agreement, and no deletion guarantee. 
 
None of this is malicious. Staff are trying to do their jobs better with the tools available to them. 
 
The response is not punishment — it is policy. Publish an Acceptable Use Policy. Provide approved AI 
tools that meet the same need. Train staff on what data must never leave the hotel's system boundary. 

 
 

Operational Story: The Apology That Created a Second Complaint 
A guest at an upper-upscale city hotel submitted a formal complaint about noise disturbance from a 
neighbouring room and a slow housekeeping response. The front office team leader, under pressure 
during a busy checkout morning, pasted the guest’s complaint details into a public AI chatbot and asked 
it to draft a recovery letter. The tool returned a polished, well-structured apology — including a reference 
to a “complimentary room credit of £75 applied to your account,” which had never been discussed or 
approved. 
The team leader sent the letter without reading it carefully. The guest received it, assumed the credit was 
real, and attempted to redeem it at checkout. When the front desk could find no record of any such 
credit, the guest — already dissatisfied — escalated to a formal written complaint to the general 
manager, citing the hotel’s own letter as evidence of a commitment that had then been denied. What had 
begun as a recoverable service failure became a reputational and commercial liability. The guest also 
shared the letter on a travel review platform. 
Two governance failures compounded each other here. The team leader used a public AI tool with no 
data controls — pasting a named guest complaint into a system with no enterprise agreement. And there 
was no approval workflow requiring a manager to review AI-drafted guest communications before 
sending. Either control, alone, would have prevented the outcome. This is why governance is not a back-
office function. It is a guest experience standard. 

10. Agentic AI, MCP, OpenClaw, and Emerging Architecture 
Terms 
This section covers the frontier of AI in hospitality. Many of these concepts are <18 months from 
widespread hotel deployment, but understanding the direction of travel now will help you evaluate 
vendors more accurately and avoid architecture decisions you will regret. 

Maturity Tags in This Section 

Tag Meaning Action 

NOW Available and deployable today with the right vendor and 
governance 

Evaluate and pilot 

SOON Emerging — some early-adopter hotels are testing this in 
2026 

Monitor and plan 
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Tag Meaning Action 

EMERGING Conceptually important but not yet production-ready for 
most hotels 

Learn the language; do 
not budget yet 

 
Term Meaning in Hospitality Maturity 

MCP — Model Context 
Protocol 

A standard that allows AI applications to connect with 
external tools, systems, workflows, and data sources in 
a structured way. For hotels, MCP-style connectivity 
may eventually help AI assistants interact with PMS, 
POS, RMS, CRM, engineering systems, document 
stores, HR systems, and knowledge bases. 

SOON 

MCP Server A connector that exposes a specific system, database, 
file store, or tool to an AI application. A hotel group 
could have MCP servers for SOPs, brand standards, 
guest requests, maintenance logs, procurement data, 
or training libraries. 

SOON 

MCP Client The AI application or assistant that connects to MCP 
servers to access approved tools and context. SOON 

Tool Use The ability of an AI model to call external tools rather 
than only answer from memory. Enables AI to check 
availability, retrieve SOPs, summarize reviews, open a 
work order, or compare performance. 

NOW 

Function Calling A structured way for AI to call a defined function or 
system action. Useful for controlled workflows such as 
'create maintenance ticket,' 'retrieve late checkout 
policy,' or 'summarize arrivals.' 

NOW 

Agentic Workflow A workflow where an AI agent performs multiple steps 
toward a goal using tools and data. Example: detect 
negative review → classify issue → check guest history → 
draft response → create recovery task → alert manager. 

SOON 

OpenClaw An example of the emerging class of autonomous AI 
assistants designed to take action across messaging, 
email, files, calendars, and workflows. For hospitality, 
the relevance is the direction of travel: AI moving from 
chat to action. 

EMERGING 

Local Agent AI agent running on a local device or private 
environment rather than entirely in a public cloud. May 
appeal to privacy-sensitive hotels, but still requires 
security controls. 

SOON 

Agent Skill / Skill Plugin A modular capability added to an AI agent — accessing 
files, sending email, browsing, retrieving SOPs, 
summarizing reviews, or creating work orders. 

NOW 

Agent Permissions The access rights given to an AI agent. A concierge AI 
should not have the same access as GM, Finance, HR, 
Revenue, or IT. 

NOW 
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Term Meaning in Hospitality Maturity 

Approval Gate Required human review before an AI action is executed. 
Example: AI drafts a guest apology, but the Front Office 
Manager approves before sending. 

NOW 

Human Confirmation Loop AI asks for human permission before taking a 
meaningful action. Essential for guest messages, 
refunds, rate changes, booking alterations, or 
compensation. 

NOW 

Action Log Record of what the AI did, when, why, and under whose 
authority. NOW 

Agent Memory Stored context that allows an AI agent to remember 
preferences, prior actions, or operating patterns. 
Useful, but privacy-sensitive. 

SOON 

Short-Term Memory Context retained during a single task or session. 
Generally safer for sensitive hotel operations. NOW 

Long-Term Memory Context retained across sessions. Requires privacy 
rules, retention policies, consent, and deletion 
controls. 

SOON 

Context Window The amount of information an AI model can consider at 
one time. Determines how much of a contract, SOP, 
incident report, guest history, or revenue pack the AI 
can analyze in one pass. 

NOW 

Context Engineering Structuring the right information around an AI task so 
the model gives useful output. In hotels, this means 
providing approved facts, current data, policies, role 
context, and constraints. 

NOW 

Orchestration Layer Control layer that manages agents, tools, permissions, 
workflows, and system connections. The hotel 
equivalent of an AI traffic controller. 

SOON 

Multi-Agent System Several AI agents working together with different roles. 
Example: Revenue Agent, Marketing Agent, Finance 
Agent, and GM Agent contributing to a campaign 
decision. 

EMERGING 

Supervisor Agent AI or software layer that coordinates other agents and 
checks outputs. EMERGING 

Router Agent Agent that decides where to send a request or which 
tool to use. Example: routing a guest issue to Front 
Office, Engineering, Housekeeping, Security, or MOD. 

SOON 

Policy Engine Software that enforces rules about what AI can and 
cannot do. NOW 

Guardrail Engine Controls that detect unsafe, non-compliant, off-brand, 
or risky AI behavior. NOW 

Sandboxing Running AI actions in a restricted environment to reduce 
risk. NOW 

Simulation Mode AI proposes actions but does not execute them. Ideal 
before allowing AI into live hotel operations. NOW 
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Term Meaning in Hospitality Maturity 

Dry Run Testing what the AI would do before allowing it to act. NOW 

AI Gateway Controlled entry point through which AI tools access 
hotel systems and data. Helps manage authentication, 
permissions, logging, monitoring, and policy 
enforcement. 

SOON 

Identity-Aware AI AI access controlled based on the user's role, identity, 
department, and permissions. NOW 

RBAC — Role-Based 
Access Control 

Permissions assigned by role. Essential for hotel AI. NOW 

ABAC — Attribute-Based 
Access Control 

Permissions based on attributes such as department, 
property, region, shift, data type, or risk level. Useful for 
hotel groups. 

SOON 

Agent Observability Monitoring what agents are doing, which tools they use, 
and where errors or risks occur. NOW 

Rate-Limited Agent An agent restricted in how many actions it can take 
within a period. Prevents runaway automation or 
accidental mass actions. 

NOW 

Autonomy Level Degree of freedom granted to AI: advise only, draft only, 
act with approval, or act autonomously. NOW 

AI Operating Model The structure for how AI is governed, funded, deployed, 
supported, trained, and measured. NOW 

AI Control Plane Central management layer for AI agents, tools, policies, 
logs, and permissions. SOON 

Agent Registry Approved inventory of AI agents, their owners, 
purposes, permissions, and risk levels. NOW 

Tool Registry List of approved tools that AI agents are allowed to use. NOW 

Connector Bridge between AI and a system or data source. 
Examples: PMS connector, POS connector, RMS 
connector, BMS connector, CRM connector, document 
connector. 

NOW 

API Wrapper Controlled layer around a system API to make it safer or 
easier for AI to use. Useful when connecting AI to legacy 
hotel systems. 

NOW 

Event Trigger A system event that starts an AI workflow. Example: VIP 
arrival tomorrow, negative review posted, occupancy 
forecast changes, or room defect logged. 

NOW 

Webhook Technical mechanism where one system notifies 
another when something happens. NOW 

Workflow Automation 
Agent 

AI that manages repetitive multi-step workflows — lost-
and-found follow-up, vendor quote comparison, pre-
arrival amenity checks, or complaint handling. 

SOON 

Copilot-to-Agent 
Progression 

The shift from AI assisting humans to AI taking limited 
actions under controls. Hotels should progress slowly: NOW 
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Term Meaning in Hospitality Maturity 

summarize → recommend → draft → act with approval → 
limited autonomy. 

AI-Native PMS / POS / RMS Hotel systems designed with embedded AI capabilities 
rather than AI added later as a feature. SOON 

Agent-to-Agent 
Communication 

AI agents communicating with one another to complete 
tasks. Future scenario: PMS agent, Revenue agent, CRM 
agent, and Guest Messaging agent coordinate around a 
stay. 

EMERGING 

A2A Protocol Agent-to-agent protocol. A developing concept for 
allowing different AI agents to communicate and 
collaborate. Governance will be complex. 

EMERGING 

AI Interoperability Ability of different AI systems, agents, and tools to work 
together. Critical because hotels already suffer from 
fragmented systems. 

SOON 

Digital Worker AI positioned as a virtual worker handling defined tasks. 
Attractive term, but risky if it implies accountability 
without proper controls. 

SOON 

AI Workforce A collection of AI agents performing business tasks. In 
hospitality, this must augment the human workforce, 
not invisibly replace service accountability. 

EMERGING 

11. AI Vendor, Procurement, and Commercial Terms 
Vendor evaluation is where vocabulary becomes a commercial advantage. These terms help you 
distinguish genuine AI capability from marketing language — and protect your hotel from expensive 
mistakes. 

 
Term Meaning in Hospitality 

AI Washing Marketing ordinary automation, dashboards, rules engines, or analytics 
as 'AI' to make them sound more advanced. 

Vendor AI Claims Promises made by technology suppliers about AI capabilities. These 
require careful validation. 

Black Box AI AI whose reasoning or decision logic is difficult to understand. Risky for 
pricing, HR, finance, and guest decisions. 

Explainable AI AI that can show the basis for its recommendation. Preferred for high-
impact hotel decisions. 

AI Vendor Lock-in Becoming dependent on one AI vendor's tools, data structure, agents, or 
integrations. 

Model Switching Ability to change or route between different AI models. Useful when 
different tasks require different models, privacy levels, costs, or 
performance. 

Fallback Model Backup AI model used if the primary model fails or is unavailable. 
Important for operational continuity. 
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Term Meaning in Hospitality 

Model Benchmarking Comparing AI models on accuracy, speed, cost, safety, privacy, and 
usefulness. 

Evaluation Harness Structured test environment to evaluate AI outputs against known hotel 
scenarios. 

Red Teaming Stress-testing AI to find weaknesses, unsafe behavior, privacy leaks, or 
manipulation risks. 

Adversarial Testing Testing AI with difficult, malicious, or edge-case inputs. Example: guest 
tries to trick chatbot into giving unauthorized discounts or private 
information. 

AI SLA Service-level agreement for AI performance, uptime, latency, support, 
privacy, and incident response. 

Proof of Concept (POC) Small test to prove whether an AI idea works. Should include success 
criteria, risk review, and operational validation. 

Pilot Limited live trial before wider rollout. 

Rollout Implementation across a property, cluster, region, or hotel group. 

Scalability Whether an AI solution can work reliably across many hotels, brands, 
systems, languages, and operating models. 

Total Cost of Ownership 
(TCO) 

Full cost of AI adoption — licenses, integration, data preparation, 
training, governance, support, vendor fees, and change management. 

AI ROI Measurable return from AI adoption — time saved, revenue gained, errors 
reduced, guest satisfaction improved, risk lowered, or productivity 
increased. 

 

Questions to Ask Every AI Vendor 
1.  What AI model or models power this product, and how are they updated? 
2.  Is our hotel's data used to train any shared model? 
3.  Where is our data stored, and which data protection regulations apply? 
4.  Can you show us the output when the AI is wrong — and how we correct it? 
5.  What does the approval workflow look like before AI output reaches a guest? 
6.  What is your incident response process if the AI produces harmful output? 
7.  How do you handle prompt injection risks in content the AI reads? 
8.  What is included in the SLA — and what is not? 
 
A vendor who struggles with these questions in a sales meeting will struggle more in production. 

12. AI Maturity and Strategy Terms 
These terms provide the framework for moving from experimentation to disciplined AI operation. Hotels 
that treat AI as a series of point solutions — rather than a managed capability — consistently 
underperform those with a structured approach. 
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Term Meaning in Hospitality 

AI Readiness Assessment Review of whether the hotel has the data, systems, governance, skills, 
workflows, and leadership support needed for AI adoption. 

AI Maturity How advanced and disciplined a hotel is in using AI across people, 
process, data, systems, governance, and results. 

AI Roadmap Step-by-step plan for AI adoption across departments and timeframes. 

AI Playbook Practical guide showing how AI should be used in a role, department, 
property, or hotel group. 

AI Toolkit Set of prompts, templates, checklists, policies, workflows, and examples 
that help teams use AI safely and productively. 

Prompt Library Collection of approved prompts for hotel departments and roles. 

Prompt The instruction given to an AI tool. Good prompts include role, context, 
task, rules, data, and desired output. 

Prompt Engineering Writing better prompts to get more accurate, useful, and brand-
appropriate AI outputs. 

AI Center of Excellence Group responsible for standards, training, governance, vendor 
evaluation, use-case approval, and best practices. 

AI Steering Committee Leadership group that prioritizes AI initiatives, manages risk, allocates 
budget, and ensures alignment with business strategy. 

AI Governance Board Formal body overseeing AI policy, risk, compliance, ethics, vendor 
approval, and deployment controls. 

AI Value Case Business case explaining why an AI initiative matters and how value will 
be measured. 

AI Adoption Curve Stages by which teams move from awareness to experimentation, 
adoption, discipline, scaling, and maturity. 

AI Capability Map Map of where AI can support the hotel across departments and 
workflows. 

AI Use-Case Portfolio Prioritized collection of AI opportunities ranked by value, risk, complexity, 
and readiness. 

AI Operating Rhythm Regular cadence for reviewing AI performance, risks, adoption, training, 
and improvements. 

Continuous Learning Ongoing improvement of AI systems, prompts, workflows, governance, 
and staff capability. 

Feedback Loop Process where staff corrections, guest outcomes, and operational results 
improve future AI performance. 

Model Drift When AI performance declines over time because conditions, data, guest 
behavior, or operations change. 

The AI Maturity Progression for Hotels 

Most hotels will move through five broad stages. Progress is not linear — it requires revisiting 
governance and data quality at each stage before moving forward. 
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Stage What It Looks Like What You Need First 

1. Aware Leadership understands AI vocabulary and key 
risks. Some staff experimenting informally. 

This document. An 
Acceptable Use Policy. 

2. Experimenting Defined low-risk pilots underway. Internal use 
cases only. Human review on all outputs. 

Clean data in at least one 
domain. One AI champion per 
department. 

3. Adopting AI embedded in specific workflows with approval 
gates. Basic governance in place. 

AI Policy. Audit trail. Defined 
escalation logic. 

4. Scaling AI used consistently across departments. 
Governance board active. ROI measured. 

AI Steering Committee. 
Regular operating rhythm. 
Vendor SLAs reviewed. 

5. Optimizing AI performance measured, improved, and 
integrated into business planning. 

AI Center of Excellence. Agent 
registry. Feedback loop 
operational. 

13. "Heard in Hotel AI Meetings" — Translation Table 
These are the phrases circulating in boardrooms, technology meetings, and vendor pitches right now. 
When you hear them, this is what they actually mean — and what question to ask next. 

 
Phrase Heard What It Really Means Ask Next/Action 

"Can AI do this?" Possibly — but first define the task, data, 
risk, system access, and approval process. 

What data does it need, and 
do we have it? 

"We need an AI 
strategy." 

Leadership has realised staff are 
experimenting, vendors are selling, and the 
organization needs direction. 

Who owns this — and by 
when? 

"Start with low-risk use 
cases." 

Do not begin with guest privacy, pricing, HR 
decisions, safety, legal exposure, or brand-
critical communications. 

Which use cases are we 
calling low-risk, and why? 

"Do we have the data?" The idea may be good, but the hotel's 
systems may not be ready. 

Let's audit before we budget. 

"Is the data clean?" The AI output will only be as reliable as the 
information feeding it. 

When was this last validated? 

"Can it integrate with the 
PMS?" 

The demo has now become a real IT, 
security, vendor, and budget conversation. 

What does integration 
actually cost and take? 

"Does it support MCP?" Can this AI tool connect to external 
systems in a standardized way, rather than 
through custom one-off integrations? 

Show us the connector list. 

"Is there an MCP server 
for that?" 

Can this hotel system expose approved 
data or tools safely to an AI assistant? 

Who controls what the AI can 
access? 

"What tools can the 
agent call?" 

What actions is the AI actually allowed to 
take? 

Show us the permissions list. 

"Is the agent read-only?" Can it only look, or can it change things? 
Huge difference. 

What happens if it gets write 
access by mistake? 
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Phrase Heard What It Really Means Ask Next/Action 

"Who approved write 
access?" 

Someone may have given the AI too much 
power. 

Walk me through the approval 
process. 

"Keep a human in the 
loop." 

AI can assist, but someone accountable 
must approve important actions. 

Who is that person, and what 
is their checklist? 

"Don't paste guest data 
into that." 

Someone is about to create a privacy 
problem. 

We need an Acceptable Use 
Policy today. 

"The AI hallucinated." It made something up confidently. Do not 
send it to a guest. 

What is our review process to 
catch this? 

"We need guardrails." The hotel needs rules before this becomes 
a reputational, legal, or operational risk. 

Let's draft the policy this 
week. 

"That's just automation." The vendor may be calling it AI, but it may 
simply be rules-based workflow. 

Ask: does the system learn or 
adapt? 

"Where is the ROI?" Show time saved, revenue gained, cost 
avoided, risk reduced, or satisfaction 
improved. 

Define your measurement 
criteria before you start. 

"Will this replace 
people?" 

The wrong question. The better question is: 
will this help people do better work? 

Show me how this changes 
my team's day, not 
headcount. 

"Who approved this 
output?" 

AI may have drafted it, but a human is still 
accountable. 

Who signed off — and is that 
documented? 

"This is shadow AI." Staff are using unapproved tools because 
the organization has no clear AI policy. 

Publish a policy and provide 
approved alternatives. 

"This is agentic, not just 
generative." 

It does not merely write text; it can plan 
and act. That increases both value and 
risk. 

What approval gates are in 
place before it acts? 

"Put it in simulation 
mode first." 

Do not let it touch live operations until it 
has been tested. 

How long is the simulation 
period, and what are the pass 
criteria? 

"This needs a kill 
switch." 

If it goes wrong, we need to stop it 
immediately. 

Who can trigger it, and how 
fast does it work? 

"We need least 
privilege." 

Do not give the AI more access than the 
task requires. 

Map every data source this 
agent can see. 

"The prompt injection 
risk is real." 

AI may be manipulated through content it 
reads — emails, web pages, documents, 
supplier proposals, or guest messages. 

What content does this AI 
read, and is it sanitized? 

"Who owns the agent?" Every AI agent needs a business owner, 
technical owner, and risk owner. 

Name three people before we 
go live. 

"Don't create another 
silo." 

AI should integrate the hotel operation, not 
create a new disconnected layer. 

How does this share data with 
the PMS and CRM? 

"This is not ready for 
guest-facing use." 

It may be useful internally, but it is not 
safe, accurate, or polished enough for 
guests. 

What criteria define 'ready'? 
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Phrase Heard What It Really Means Ask Next/Action 

"Start in advisory mode." Let AI recommend before allowing it to 
execute. 

When and how do we 
graduate it to acting? 

"What is the autonomy 
level?" 

Are we asking AI to advise, draft, decide, or 
act? 

Define the level in writing 
before deployment. 

"We need an agent 
registry." 

We need to know which AI agents exist, 
what they do, who owns them, and what 
they can access. 

Start the registry today — 
even if it is a spreadsheet. 

"This belongs in the AI 
control plane." 

It must be governed centrally, not left as a 
departmental experiment. 

Who is responsible for the 
control plane? 

"The brand voice is 
wrong." 

The AI wrote something generic, robotic, or 
inconsistent with the hotel's positioning. 

Update the prompt library 
with brand examples. 

"Escalate to a human." The issue is too sensitive, emotional, risky, 
or complex for AI to handle alone. 

Define the escalation triggers 
in the policy. 

"AI should be invisible 
here." 

The guest should feel better service, not 
see the machinery behind it. 

Test with real guests before 
rollout. 
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 The Pertlink View: AI Must Serve Hospitality, Not Replace It 
 
The most impressive demo will not define the future of hospitality AI. It will be defined by whether AI 
makes hotels more responsive, more consistent, more profitable, and more human. 
The danger is not that hotels will use too little AI. The danger is that they will use AI badly — with poor 
data, weak governance, generic brand voice, disconnected systems, over-automation, and insufficient 
human judgment. 
The best use of AI in hospitality is not to remove people from the experience. It is to remove friction, 
noise, repetitive administration, and operational blindness from the people who deliver the experience. 

 

What AI Should Do in Hospitality 
✅ Help the front desk recognize the guest. 
✅ Help housekeeping prioritize the room. 
✅ Help the engineer prevent the failure. 
✅ Help revenue protect the value. 
✅ Help HR develop the team. 
✅ Help the GM see around corners. 
✅ Help owners understand performance. 

 

The intelligence may be artificial. 

But the experience must remain human. 

Download our app to stay in touch – Read all our publications 

 
www.pertlink.net  
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