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The international hospitality business is a rapidly growing business responsible for millions
of jobs. Identifying, attracting, recruiting and retaining the human talents who excel in
these jobs is a major challenge. International hospitality is not that attractive an industry to
work for, and has a rather poor employer brand image in many countries around the world.
In addition, the international hospitality business in general is not considered to be a
forerunner in talent management and the application of technology for talent management.
Artificial Intelligence (AI) may offer solutions in two ways: by replacing human talents with
AI applications that improve the guest experience and by innovating global talent
management applications for hospitality businesses. When it comes to replacing human
talents, robots and service automation are being adopted by the hospitality industry,iii and
smart hospitality has started to take off.iv The pros and cons of this development will not be
the scope of this paper. I intend to focus here on what AI can mean for GTM innovation in
the international hospitality business.
Three types of AI-GTM are being introduced: transformational AI-GTM, relational AI-GTM
and operational AI-GTM. However, since technology is not neutral, but technical and social
at the same time, I would suggest to boards of international hospitality businesses that they
develop an AI-GTM strategy first before starting to adopt separate AI-GTM applications. AI
is not new, but since Silicon Valley-based tech firms and investors have promoted AI,
developments seem to be speeding up, and AI expectations have increased. AI needs
appropriate regulation from governments or supranational bodies, but the international
hospitality business should not wait for this before starting to work on an AI-GTM strategy.
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1. Introduction
Technology and human resource management (HRM) are becoming ever more integrated.
Terms such as e(lectronic)-HRMv and variations such as digital HRM have been around since
the 2000s. They refer to all kinds of integrations between information technology and HRM,vi
whether in non- or cross-cultural settings.vii This integration has resulted in more efficient
HRM processes, a higher quality HRM service delivery and a better role for HRM as a
strategic business partner. However, the value created could only be realized by wellmanaged design, implementation and organizational change processes.viii ix x xi xii Technology
keeps on providing new opportunities for HRM, with many challenges ahead for practice and
researchxiii. Artificial Intelligence (AI)xiv looks like the most challenging technological
development for HRM and for Global Talent Managementxv xvi, a subset of HRM.
AI for HRM and GTM is not a new topic, though. More than 20 years ago, the Journal of
Management published an article on AI for HRMxvii with mixed results on the effects of a
computer-based expert system as a decision-making aid in a job evaluation system. Even
back then it was expected that computer learning would advance further and ultimately
offer more and better assistance for HRM decision-making and managerial decision-making
in general.
But in the past few years, it seems that AI developments have sped up, perhaps due to the
fact that the Silicon Valley-based tech firms such as Neuralink (Elon Musk), Facebook,
Alphabet (Google) and many other AI startups are investing aggressively in AI. One of the
major aims is to find the ‘holy grail’ for how to read the brain and to develop a braincomputer interface (BCI).xviii
Bryan Johnson, a big Silicon Valley-based AI investor, believes that AI will require an
upgrade in human capabilities: “I find it hard to imagine a world by 2050 where we have
not intervened to improve ourselves.”xix In mid-2017, Elon Musk and Mark Zuckerberg
ended up in a row over the impact of AI, with Musk warning about the threat AI poses to
human civilization and Zuckerberg positioning himself as an AI optimist. Among experts,
opinions vary about how likely it is that a high level of machine intelligence will be
developed by 2040-2050, but many believe there is a 50 percent chance of it happening. By
30 years later, this may move on to superintelligence, with one-third of experts estimating
that this will be ‘bad’ for humankind.xx
Later in this paper, I will return to the different views that exist on AI as it may help the
international hospitality business to analyze and decide on how to approach AI for global
talent management.

2. Artificial Intelligence’s promises for global talent management
innovations in the international hospitality business
Artificial Intelligence (AI) holds many promises for global talent management (GTM)
innovation in the international hospitality business. This business is suffering from a rather
poor employer brand in many countries around the world. At the same time, the
international hospitality business is growing rapidly. Technology innovations for GTM in the
hospitality business are rather limited and low key. AI as ‘the next big thing’ offers
opportunities for the international hospitality business to catch up and address the GTM
challenges. However, these opportunities are associated with challenges and risks. And I
believe that since AI’s potential may indeed be the development of superintelligence, ethical

2

and regulatory considerations need to be addressed more than ever. Will AI help to identify,
attract, recruit, select, and retain the talents the international hospitality business needs?
Let me first briefly outline the opportunities of AI for GTM in the international hospitality
industry.

Three types of AI-GTM
AI offers opportunities for GTM at all three levels: strategic, tactical, and operational.
Similarly to the early 2000s when my colleagues and I were aiming to understand e(lectronic) HRMxxi and provide a roadmap and insights for practice which laid the basis for
future research, I use the label transformational AI-supported GTM (for the strategic level),
relational AI-supported GTM (for the tactical level), and operational AI-supported GTM (for
the operational level).

•

Transformational AI-GTM (strategic level)
• Relational AI-GTM (tactical level)
• Operational AI-GTM

Box 1: three types

of Artificial
Intelligence-supported global talent management

The definition of AI-GTM that I propose is all kinds of digital technology or neural networkbased intelligence with learning capabilities that an organization chooses to put in place in a
consciously, ethically, and regulatory correct and focused way for the systematic
identification of pivotal positions, and the development and deployment of a talent pool of
high-performing, high-potential employees that contribute to the organisation’s competitive
advantage in the short or long term.xxii
I find it important to stress my addition of ‘consiously, ethically, and regulatory correct’ to
the definition. The human application of information technology always carries the risk of
invading privacy and compromising human integrity, but with the relatively aggressive
progress pushed by Silicon Valley investments, I believe that the application of AI will be at
risk of compromising human integrity and invading privacy to a greater extent than e-HRM.
The application of AI for GTM needs careful consideration, and I believe that societies
around the world do not have the legal framework in place to guide and regulate AI
applications for GTM. This concerns the issue of allowing AI to serve GTM in new and better
ways as well as avoiding the application of AI for GTM that disrespects the talents’ individual
integrity and rights in favour of the integrity and rights of the talent workforce as a
collective.

Transformational AI-GTM
Transformational AI-GTM is applying AI to GTM in a way that is aligned with and facilitates
the overall business strategy. It concerns activities regarding strategic employer branding,
strategic talent forecasting, planning and development, strategic organizational change
processes, strategic re-orientation, strategic competence management, and strategic
knowledge management. It facilitates the creation of a strategic talent pool through a
coherent set of AI applications for GTM that enables the talent to develop in line with the
company’s strategic choices.
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Examples of specific applications of AI for transformational AI-GTM are:
•
•
•

Global employer brand sentiment monitoring with web text mining
Global hospitality talent search with knowledge-based search enginesxxiii
Talent turnover predictions with artificial neural networksxxiv

Relational AI-GTM
Relational AI-GTM concerns the application of AI to GTM activities at the line management
or business unit level. It applies AI tools that support GTM practices at the tactical level
such as the identification, attracting, recruiting, selection, socialization, development,
commitment and performance management, appraisal and rewards of talent for specific
positions (groups).
Examples of applications of AI for relational AI-GTM are:
•
•

Talent resumé data acquisition with information extractionxxv
Staff rostering with genetic algorithmsxxvi

Operational AI-GTM
Operational AI-GTM refers to AI applications for GTM for talent self-service for personal data
management, job, role or task assistance, individual competence management, and
individual performance enhancement and measurement.
Examples of an application of AI for relational AI-GTM is employee self-service with
interactive voice responsexxvii and individual performance monitoring and improvement
assistance.

•
•
•
•

Transformational AI-GTM (strategic level)
Examples:
Global employer brand sentiment monitoring with web text mining
Global hospitality talent search with knowledge-based search engines1
Talent turnover predictions with artificial neural networks1

•
•

Relational AI-GTM (tactical level)
Examples:
Talent resumé data acquisition with information extraction1
Staff rostering with genetic algorithms1

•
•
•

Operational AI-GTM
Talent self-service with interactive voice response1
Talent self-service performance monitoring and improvement assistance

Box 2: three types of Artificial Intelligence-supported global talent management with
examples
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The AI-GTM types described here and the examples provided are promising, and businesses
have started to introduce and experiment with them. However, much more is possible with
the advancement of AI in the coming years, with opportunities for GTM but also risks.

3. Artificial intelligence for GTM risks: international hospitality businesses
need to develop an AI-GTM strategy
Technology is never neutral, its designers, developers and users have intentions.
Technology is therefore technical as well as social in nature,xxviii xxix xxxand only in its use,
deployment or enactment are its effects realized. While this all sounds quite abstract and
philosophical, it is essential to keep this in mind when discussing the opportunities and risks
of AI for GTM in the international hospitality industry.
Artificial intelligence as a concept and a challenge is not new at all, but it seems that since
Silicon Valley-based tech firms and investors have promoted AI, developments are speeding
up, and hopes and expectations are increasing. The possibilities of AI to give an impulse to
the innovation of GTM in the international hospitality industry are starting to be
implemented and adopted, but this is just the beginning. And since technology, whether
information technology or artificial intelligence, is not neutral but can be used in the way
intended by developers (funded by big investors with perhaps big profit expectations as
their major goal) and users (with hopefully appropriate regulations on their side), the
international hospitality business needs to ensure that it creates an AI-GTM strategy first
before starting to implement loosely coupled AI applications. The sooner boards develop an
AI-GTM strategy, the better, even without having any AI-GTM applications in place. The box
below presents an overview of the AI revolution that started in the early 1990s and whose
end is not yet in sight.

5

Box 3: the AI revolution. Adopted from

xxxi

Makridakis, S. (2017)

In order to frame an AI-GTM strategy discussion in international hospitality business board
rooms, I refer to a paper by Makridakis (2017),xxxii ‘The forthcoming artificial intelligence
revolution: its impact on society and firms’. Four scenarios for AI are outlined in it: the
views of the optimists, the pessimists, the pragmatists, and the doubters. The optimistic
view on AI sees only advantages as AI will improve human capabilities and become ever
more integrated with human beings; the pessimists believe that AI will result in a super
intelligence that will overtake human control; the pragmatists believe that with open AI and
proper regulations, AI can serve society and firms; the doubters do not believe that AI will
become a reality.
Currently, the pessimists are in the majority, and people like Elon Musk have called on
governments and regulators to take action. I personally belong to the pragmatists, and
assume that with appropriate regulations and checks in place, AI has promises and
opportunities for GTM in the international hospitality industry. In that case, AI can deliver
on its promises to give an impulse to GTM innovation. I advise the boards of international
hospitality businesses to develop an AI-GTM strategy as soon as possible in order to reap
the benefits of AI for individual talents, for their businesses and for guests. With an AI-GTM
strategy that respects the individual talent’s integrity, rights, and privacy, AI may have a lot
to offer for GTM innovation in the international hospitality business.

4. Hotelschool The Hague’s Global Talent Management Innovations in the
International Hospitality Business Research Programme
Hotelschool The Hague (HTH) is a leading international hospitality business school. Our
teaching programmes are world-class, and our research targets are cutting-edge and serve
the industry and society.
The Global Talent Management Innovations in the International Hospitality Business
Research programme is a new research programme. The role of technological innovations
for GTM is one of its core foci.
HTH is interested in working with you! Please contact h.ruel@hotelschool.nl if you are
interested in working with us.
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