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ABSTRACT 

 

The hospitality industry has historically been positioned at the intersection of technological innovation and human-

centered service delivery, yet the rapid acceleration of Software-as-a-Service (SaaS) platforms, artificial intelligence, 

and cloud-based infrastructures has redefined the ontological foundations of hospitality work, guest experience, and 

organizational value creation (Sheldon, 1983; Buhalis, 2020). In recent years, hospitality ecosystems have 

increasingly migrated from fragmented, property-bound information systems toward platformized service 

architectures that enable real-time data integration, algorithmic personalization, and distributed service orchestration, 

thereby challenging classical notions of front-stage and back-stage service labor (Law et al., 2009; Li et al., 2021). 

This transformation is not merely technical but deeply socio-economic, as digital infrastructures now mediate 

customer relationships, brand perception, employee identity, and customer retention trajectories in unprecedented 

ways (Ang & Buttle, 2006; Almohaimmeed, 2019). The present study advances a comprehensive, theory-driven 

analysis of how SaaS-enabled hospitality platforms reconfigure customer retention dynamics through the integration 

of customer relationship management, artificial intelligence, internal marketing, and service automation. Drawing on 

a synthesized corpus of hospitality, marketing, and information systems scholarship, this research situates SaaS not 

simply as an operational efficiency tool but as a strategic epistemology of service governance that reshapes how 

hospitality firms learn about, interact with, and retain their customers (Campbell et al., 2020; Goel, 2025). 

Central to this argument is the proposition that SaaS-based hospitality platforms operate as relational infrastructures 

that convert guest interactions into persistent data assets, enabling continuous refinement of service personalization, 

loyalty formation, and emotional attachment to brands (Ascarza et al., 2018; Anabila & Awunyo-Vitor, 2013). Unlike 

traditional property management systems that focused on transactional recordkeeping, contemporary SaaS 

ecosystems integrate conversational AI, digital twins, cloud-based CRM, and real-time analytics into a unified 

experiential interface that aligns customer expectations with organizational responsiveness (Boonstra, 2021; Crowe, 

2022). By embedding intelligence directly into service processes, hospitality organizations can now dynamically 

anticipate guest needs, reduce friction, and cultivate perceived value in ways that materially influence satisfaction, 

loyalty, and long-term retention (Alshurideh et al., 2012; Alkitbi et al., 2020). 

However, this transformation also produces new structural risks, including algorithmic bias, data commodification, 

labor displacement, and the erosion of authentic human interaction, all of which complicate the ethical and strategic 

foundations of customer retention (Bryson, 2017; Brockhaus et al., 2020). As Goel (2025) argues, the shift from 

concierge-led to cloud-mediated hospitality represents a paradigmatic reorganization of service authority, wherein 

decision-making increasingly migrates from frontline employees to algorithmic systems that mediate customer 

experience. This raises critical questions about whether digital efficiency can substitute for emotional labor, whether 

platform-driven personalization enhances or undermines trust, and how organizations can balance technological 

optimization with relational authenticity. 

Methodologically, this study adopts a qualitative meta-analytic and interpretive research design grounded in the 

Technology–Organization–Environment framework and contemporary customer retention theory, enabling a 

systematic synthesis of how SaaS technologies interact with organizational culture, employee engagement, and 

customer perception to shape retention outcomes (Al Hadwer et al., 2021; Alshurideh, 2016). Rather than relying on 
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numerical modeling, the analysis develops a layered conceptual narrative that connects cloud architectures, AI-driven 

service encounters, and internal marketing practices into a unified theoretical explanation of hospitality value 

creation. 

The findings demonstrate that SaaS adoption in hospitality does not merely automate existing processes but 

fundamentally restructures how hospitality firms conceptualize guests, employees, and service itself. Retention 

emerges not as a function of satisfaction alone but as an outcome of continuous digital dialogue between customer 

data, service algorithms, and organizational identity (Almohaimmeed, 2019; Ang & Buttle, 2006). The study 

concludes that sustainable customer retention in the digital hospitality era depends on the ability of firms to integrate 

SaaS technologies into ethically grounded, culturally embedded, and human-centered service strategies, rather than 

treating technology as a substitute for relational engagement (Buhalis, 2020; Goel, 2025). 
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INTRODUCTION 

Hospitality has always been more than an industry; it has 

historically functioned as a cultural and economic 

institution through which societies have organized the 

experience of welcoming, accommodating, and serving 

strangers in commercialized spaces (Sheldon, 1983). 

From early inns and hotels to contemporary global resort 

chains, the core promise of hospitality has been the 

delivery of comfort, safety, and emotional reassurance to 

guests who temporarily enter unfamiliar environments 

(Poon, 1993). Yet, the technological infrastructures 

through which hospitality is delivered have undergone 

continuous and increasingly radical transformation, 

particularly in the last four decades as information 

technologies migrated from back-office bookkeeping 

systems to fully integrated, customer-facing digital 

ecosystems (O’Connor & Murphy, 2004; Law et al., 

2009). These changes have redefined not only 

operational efficiency but also the very meaning of 

service, loyalty, and customer retention within hospitality 

markets (Ang & Buttle, 2006; Ascarza et al., 2018). 

The emergence of cloud computing and Software-as-a-

Service has intensified this transformation by decoupling 

hospitality operations from physical infrastructure and 

enabling the real-time coordination of data, services, and 

customer interactions across multiple organizational 

boundaries (Burke, 2020; Pratt & Sparapani, 2021). 

Unlike earlier generations of hotel technology, which 

were typically installed locally and managed internally, 

SaaS platforms are networked, continuously updated, and 

algorithmically driven, allowing hospitality firms to 

dynamically integrate booking systems, customer 

relationship management, artificial intelligence, and 

operational analytics into a unified service architecture 

(Puerto, 2023; Boonstra, 2021). This technological shift 

has profound implications for how hospitality 

organizations understand and manage customer 

relationships, particularly in relation to retention, loyalty, 

and long-term brand equity (Alshurideh, 2016; 

Almohaimmeed, 2019). 

In this evolving digital environment, customer retention 

has become a strategic imperative rather than a mere 

outcome of service quality. As competition intensifies 

and switching costs decline, hospitality firms can no 

longer rely on location, brand heritage, or physical 

amenities alone to secure repeat patronage (Alkitbi et al., 

2020; Anabila & Awunyo-Vitor, 2013). Instead, 

retention is increasingly shaped by how effectively 

organizations can leverage data, personalization, and 

digital engagement to create a sense of continuity and 

relational value across multiple guest touchpoints 

(Ascarza et al., 2018; Campbell et al., 2020). SaaS 

platforms, by virtue of their capacity to store, analyze, 

and act upon large volumes of customer data, have 

become central to this new retention paradigm, 

transforming hospitality from a sequence of isolated stays 

into an ongoing, digitally mediated relationship between 

guest and brand (Goel, 2025). 

Theoretical perspectives from relationship marketing and 

customer retention scholarship have long emphasized 

that loyalty is not produced by satisfaction alone but by 

the accumulation of trust, emotional attachment, and 

perceived value over time (Ang & Buttle, 2006; 

Alshurideh et al., 2012). In traditional hospitality 

contexts, these relational bonds were largely constructed 

through interpersonal interactions between guests and 

frontline employees, such as concierges, receptionists, 

and service staff, who embodied the brand and 

personalized the guest experience through human 

judgment and emotional labor (Bomela, 2010; Brockhaus 

et al., 2020). However, as hospitality organizations 

increasingly adopt AI-powered chatbots, automated 

check-in systems, and algorithmic recommendation 

engines, the locus of relational engagement is shifting 

from human actors to digital interfaces that mediate how 

guests perceive and interact with the organization (Li et 

al., 2021; Boonstra, 2021). 

This transformation has generated a growing scholarly 

debate over whether technology enhances or undermines 
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the relational foundations of hospitality. Proponents of 

digital transformation argue that AI-driven 

personalization and real-time data analytics enable more 

accurate anticipation of guest needs, thereby increasing 

satisfaction and loyalty through seamless service delivery 

(Campbell et al., 2020; Anica-Popa et al., 2021). From 

this perspective, SaaS platforms function as cognitive 

extensions of the organization, allowing it to “remember” 

each guest’s preferences, behaviors, and expectations 

across multiple encounters, thus producing a form of 

digital intimacy that surpasses what individual 

employees could achieve (Ascarza et al., 2018; Goel, 

2025). Critics, however, contend that the automation of 

service risks commodifying human interaction, eroding 

trust, and creating a sense of surveillance that may 

ultimately alienate customers rather than retain them 

(Bryson, 2017; Brockhaus et al., 2020). 

The hospitality sector occupies a particularly sensitive 

position within this debate because its value proposition 

is rooted not only in efficiency but in emotional 

experience and symbolic meaning (Buhalis, 2020; Poon, 

1993). Guests do not merely purchase a room or a meal; 

they purchase a feeling of being cared for, understood, 

and respected, which is deeply tied to how service 

encounters are enacted and perceived (Sheldon, 1983; 

Almohaimmeed, 2019). As SaaS platforms increasingly 

mediate these encounters, it becomes essential to 

understand how digital infrastructures reshape the social 

dynamics of hospitality and, by extension, the 

mechanisms through which customer retention is 

achieved (Al Hadwer et al., 2021; Goel, 2025). 

Despite the growing body of research on digital 

transformation, cloud computing, and AI in hospitality, 

there remains a significant theoretical gap in 

understanding how SaaS-driven service architectures 

interact with customer retention processes at a systemic 

level. Much of the existing literature treats technology 

adoption, customer satisfaction, and loyalty as discrete 

variables, rather than as interconnected elements of a 

broader socio-technical ecosystem (Alshurideh, 2016; 

Ascarza et al., 2018). Moreover, while studies have 

examined the operational benefits of cloud systems and 

AI-enabled service encounters, fewer have explored how 

these technologies reconfigure the relational, cultural, 

and symbolic dimensions of hospitality that underlie 

long-term customer retention (Buhalis, 2020; Li et al., 

2021). 

This study addresses this gap by developing an integrated 

theoretical framework that situates SaaS platforms within 

the broader ecology of hospitality service, customer 

relationship management, and organizational identity. 

Drawing on Goel’s (2025) conceptualization of the shift 

from concierge-based to cloud-mediated hospitality, the 

analysis positions SaaS not simply as a technological tool 

but as a strategic infrastructure that reorganizes how 

hospitality firms create, deliver, and capture relational 

value. By synthesizing insights from the Technology–

Organization–Environment framework, customer 

retention theory, and digital transformation scholarship, 

the article seeks to illuminate the mechanisms through 

which SaaS-enabled hospitality ecosystems influence 

guest loyalty, brand attachment, and retention outcomes 

(Al Hadwer et al., 2021; Ang & Buttle, 2006). 

The central research problem, therefore, is not whether 

SaaS technologies improve operational efficiency, but 

how they reshape the very logic of hospitality as a service 

system oriented toward long-term customer 

relationships. As hospitality firms increasingly rely on 

cloud platforms to manage bookings, personalize 

experiences, and automate interactions, it becomes 

crucial to understand how these digital infrastructures 

interact with human agency, organizational culture, and 

customer perception in producing or undermining 

retention (Brockhaus et al., 2020; Almohaimmeed, 

2019). By situating SaaS within a historically grounded 

and theoretically rich analysis of hospitality, this study 

aims to contribute to a more nuanced understanding of 

digital transformation that goes beyond technological 

determinism and engages with the social, emotional, and 

ethical dimensions of service innovation (Buhalis, 2020; 

Goel, 2025). 

The remainder of the article develops this argument 

through a qualitative, interpretive methodology that 

synthesizes diverse strands of hospitality, marketing, and 

information systems research. By analyzing how SaaS 

platforms mediate customer data, employee practices, 

and service encounters, the study offers a comprehensive 

account of how digital infrastructures shape customer 

retention in contemporary hospitality ecosystems 

(Ascarza et al., 2018; Anica-Popa et al., 2021). 

METHODOLOGY 

The methodological architecture of this study is grounded 

in a qualitative, interpretive, and theoretically integrative 

research design that treats SaaS-enabled hospitality 

ecosystems not as isolated technological artifacts but as 

socio-technical systems embedded within complex 

organizational, cultural, and market environments (Al 

Hadwer et al., 2021; Pratt & Sparapani, 2021). This 

approach is necessitated by the inherently relational 

nature of hospitality, where customer retention cannot be 

meaningfully reduced to numerical indicators without 

simultaneously accounting for symbolic value, emotional 

labor, institutional trust, and the evolving role of digital 

infrastructures in mediating service encounters (Ang & 

Buttle, 2006; Almohaimmeed, 2019). By privileging 

interpretive depth over statistical abstraction, the 

methodology allows for a comprehensive exploration of 

how SaaS platforms reconfigure the meanings and 

practices through which hospitality organizations 

engage, satisfy, and retain their customers (Goel, 2025). 
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At the core of the methodological framework is a 

systematic qualitative meta-synthesis of the hospitality, 

marketing, and information systems literature provided in 

the reference corpus, structured through the Technology–

Organization–Environment (TOE) lens and 

contemporary customer retention theory (Al Hadwer et 

al., 2021; Ascarza et al., 2018). The TOE framework 

provides a robust analytical scaffold for examining how 

technological capabilities, organizational structures, and 

environmental pressures interact to shape cloud and SaaS 

adoption in hospitality contexts. This is particularly 

relevant because SaaS platforms operate across all three 

dimensions: technologically, they introduce modular, 

scalable, and data-intensive architectures; 

organizationally, they require new competencies, 

workflows, and governance structures; and 

environmentally, they respond to competitive, 

regulatory, and consumer expectations in increasingly 

digitized service markets (Burke, 2020; Buhalis, 2020). 

The qualitative synthesis proceeded through an iterative 

process of thematic coding and theoretical integration, in 

which concepts related to customer retention, digital 

transformation, AI-enabled service encounters, internal 

marketing, and cloud-based CRM were extracted and 

systematically compared across studies (Alkitbi et al., 

2020; Li et al., 2021). Rather than treating each reference 

as an isolated empirical contribution, the methodology 

views the literature as a collective discourse that reveals 

shared assumptions, tensions, and emergent paradigms in 

hospitality scholarship (Law et al., 2009; O’Connor & 

Murphy, 2004). This discursive orientation is consistent 

with the epistemological position that hospitality and 

customer retention are socially constructed phenomena, 

shaped by institutional norms, technological imaginaries, 

and cultural expectations rather than by purely objective 

performance metrics (Bryson, 2017; Brockhaus et al., 

2020). 

Within this interpretive framework, Goel’s (2025) 

analysis of SaaS-driven hospitality transformation serves 

as a central conceptual anchor, providing a contemporary 

lens through which the broader literature is reinterpreted. 

Goel’s work is particularly valuable because it explicitly 

connects cloud platforms, customer experience design, 

and service reimagination, thereby offering a holistic 

perspective that aligns with the study’s aim of integrating 

technology, organization, and customer retention into a 

single explanatory narrative. By situating Goel’s insights 

alongside foundational hospitality and marketing 

theories, the methodology enables a historically 

grounded yet forward-looking analysis of how SaaS 

reshapes the logic of hospitality value creation (Sheldon, 

1983; Poon, 1993; Goel, 2025). 

The data corpus for this study consists exclusively of the 

provided reference set, which spans multiple disciplinary 

traditions, including hospitality management, 

information systems, marketing, organizational studies, 

and artificial intelligence research. This interdisciplinary 

composition is methodologically significant because 

SaaS-driven hospitality transformation cannot be 

adequately understood within the confines of a single 

academic field (Anica-Popa et al., 2021; Campbell et al., 

2020). For example, while information systems research 

elucidates the technical affordances of cloud platforms, 

marketing and customer retention scholarship explains 

how these affordances translate into perceived value, 

loyalty, and behavioral commitment among customers 

(Alshurideh, 2016; Ang & Buttle, 2006). By integrating 

these perspectives, the methodology constructs a multi-

layered analytical model that captures both the 

infrastructural and experiential dimensions of SaaS-

enabled hospitality (Goel, 2025; Buhalis, 2020). 

The analytical procedure involved several stages. First, 

each reference was examined to identify key constructs 

related to SaaS, digital transformation, customer 

retention, AI-enabled service, internal marketing, and 

organizational change (Al Hadwer et al., 2021; Ascarza 

et al., 2018). These constructs were then grouped into 

thematic clusters, such as “data-driven personalization,” 

“platform-mediated service encounters,” “employee–

brand alignment,” and “retention-oriented CRM.” 

Second, these clusters were mapped onto the TOE 

framework to determine how technological, 

organizational, and environmental factors jointly 

influence hospitality retention outcomes (Alkitbi et al., 

2020; Burke, 2020). Third, the resulting conceptual map 

was interpreted through the lens of hospitality theory and 

relationship marketing to generate a coherent narrative of 

SaaS-driven service ecosystems (Ang & Buttle, 2006; 

Buhalis, 2020). 

One of the methodological strengths of this approach lies 

in its capacity to reveal emergent patterns that may not be 

visible in single-case or quantitative studies. For instance, 

by synthesizing findings across multiple domains, the 

analysis can demonstrate how AI-enabled chatbots, 

cloud-based CRM systems, and internal marketing 

practices collectively shape customer retention, even 

when individual studies examine only one of these 

elements in isolation (Boonstra, 2021; Bomela, 2010; 

Almohaimmeed, 2019). This holistic perspective is 

essential for understanding SaaS as a systemic 

phenomenon rather than a collection of discrete tools 

(Goel, 2025; Pratt & Sparapani, 2021). 

However, the methodology also entails important 

limitations that must be acknowledged. Because the 

study relies on secondary literature rather than primary 

empirical data, its conclusions are necessarily 

interpretive and contingent upon the quality and scope of 

the existing research (Asuinura, 2021; Law et al., 2009). 

While the provided references encompass a wide range 

of contexts and methodological approaches, they may not 

fully capture the diversity of hospitality markets or the 

rapidly evolving nature of SaaS technologies (Buhalis, 
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2020; Crowe, 2022). Moreover, the interpretive 

synthesis, while theoretically rich, cannot substitute for 

direct observation of how SaaS platforms are 

implemented and experienced in specific hospitality 

settings (Li et al., 2021; Goel, 2025). 

Despite these limitations, the chosen methodology is 

well-suited to the study’s objective of developing a deep, 

theoretically grounded understanding of SaaS-driven 

hospitality transformation and its implications for 

customer retention. By weaving together insights from 

multiple disciplines and historical periods, the analysis 

provides a nuanced account of how digital infrastructures 

mediate the evolving relationship between hospitality 

organizations and their customers (Sheldon, 1983; Ang 

& Buttle, 2006; Goel, 2025). 

RESULTS 

The interpretive synthesis of the reference corpus reveals 

that SaaS-enabled hospitality ecosystems fundamentally 

alter the structure, dynamics, and outcomes of customer 

retention by transforming how information, interaction, 

and value are produced and circulated within service 

environments (Ascarza et al., 2018; Buhalis, 2020). 

Rather than functioning as peripheral support tools, SaaS 

platforms emerge as central organizing mechanisms that 

integrate customer data, operational processes, and 

experiential design into a unified digital architecture that 

continuously shapes guest perception and behavior 

(Boonstra, 2021; Goel, 2025). 

One of the most significant findings is that SaaS 

platforms enable a shift from episodic to continuous 

customer relationships. In traditional hospitality models, 

guest interactions were largely confined to discrete stays, 

with limited capacity to retain or utilize customer 

information beyond the immediate transaction 

(O’Connor & Murphy, 2004; Puerto, 2023). SaaS-based 

CRM systems, by contrast, store and analyze longitudinal 

data on guest preferences, behaviors, and feedback, 

allowing hospitality firms to maintain an ongoing digital 

dialogue with customers across multiple touchpoints and 

time periods (Alshurideh et al., 2012; Ascarza et al., 

2018). This continuity transforms retention from a 

reactive outcome into a proactive strategic process, 

whereby organizations can anticipate needs, personalize 

offers, and intervene before dissatisfaction leads to 

defection (Almohaimmeed, 2019; Goel, 2025). 

The results further indicate that AI-enabled service 

encounters, when embedded within SaaS architectures, 

significantly influence customer satisfaction and loyalty 

by reducing friction and enhancing perceived 

responsiveness (Li et al., 2021; Campbell et al., 2020). 

Chatbots, recommendation engines, and automated 

check-in systems create an impression of constant 

availability and efficiency, which many customers 

interpret as a form of personalized care, even in the 

absence of direct human interaction (Anica-Popa et al., 

2021; Boonstra, 2021). This phenomenon aligns with 

Goel’s (2025) argument that cloud-mediated hospitality 

redefines the role of the concierge, replacing individual 

expertise with algorithmic intelligence that scales across 

thousands of guests simultaneously. 

However, the synthesis also reveals that the impact of 

SaaS on retention is mediated by organizational and 

cultural factors. Internal marketing and employee 

engagement remain critical determinants of how digital 

tools are perceived and utilized by both staff and guests 

(Bomela, 2010; Brockhaus et al., 2020). When 

employees are aligned with the brand and empowered to 

integrate digital insights into their service practices, SaaS 

platforms amplify relational value rather than diminish it 

(Burin, 2010; Ang & Buttle, 2006). Conversely, when 

digital systems are imposed without adequate training or 

cultural integration, they can create dissonance, leading 

to inconsistent service and weakened customer trust 

(Bryson, 2017; Al Hadwer et al., 2021). 

Environmental pressures, including intensified 

competition and heightened consumer expectations for 

digital convenience, further reinforce the centrality of 

SaaS in hospitality retention strategies (Burke, 2020; 

Buhalis, 2020). As guests become accustomed to 

seamless digital experiences in other sectors, such as 

retail and banking, they increasingly evaluate hospitality 

providers through the same technological lens, making 

SaaS-driven service quality a baseline requirement rather 

than a differentiating feature (Anabila & Awunyo-Vitor, 

2013; Asuinura, 2021). 

Collectively, these findings demonstrate that SaaS 

platforms function as relational infrastructures that 

mediate the ongoing co-creation of value between 

hospitality firms and their customers. Retention, in this 

context, is not merely a behavioral outcome but a 

dynamic process shaped by data flows, algorithmic 

decision-making, employee engagement, and customer 

perception within a digitally orchestrated service 

ecosystem (Goel, 2025; Almohaimmeed, 2019). 

DISCUSSION 

The findings of this study invite a fundamental rethinking 

of how customer retention is conceptualized, 

operationalized, and theorized within contemporary 

hospitality ecosystems that are increasingly structured 

around SaaS-driven digital infrastructures (Goel, 2025; 

Buhalis, 2020). Rather than treating retention as a 

downstream consequence of isolated service encounters, 

the synthesis reveals that SaaS platforms create a 

continuous relational field in which customer data, 

organizational processes, and experiential design are 

perpetually recalibrated in response to each other 

(Ascarza et al., 2018; Ang & Buttle, 2006). This section 

develops a deeper theoretical interpretation of these 
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dynamics, situating them within broader debates about 

technology, service work, and the evolving nature of 

hospitality. 

At a foundational level, SaaS-enabled hospitality 

represents a shift from what might be termed episodic 

hospitality to algorithmic hospitality. In episodic 

hospitality, which dominated much of the twentieth 

century, service value was created primarily through 

discrete, face-to-face interactions between guests and 

employees, supported by relatively static information 

systems that recorded transactions rather than 

relationships (Sheldon, 1983; O’Connor & Murphy, 

2004). Customer retention in this model depended 

heavily on interpersonal rapport, brand reputation, and 

the symbolic capital of the hotel or destination (Poon, 

1993; Ang & Buttle, 2006). By contrast, algorithmic 

hospitality, as articulated in Goel’s (2025) analysis, is 

characterized by continuous data capture, predictive 

analytics, and real-time service orchestration, all of 

which are mediated through SaaS platforms that operate 

across organizational boundaries. 

This transformation aligns with broader theories of 

digital transformation, which emphasize that technology 

does not merely automate existing processes but 

redefines the epistemic foundations of organizational 

decision-making (Pratt & Sparapani, 2021; Burke, 2020). 

In SaaS-driven hospitality, customer knowledge is no 

longer localized within individual employees or 

departments but is centralized, standardized, and 

continuously updated within cloud-based systems that 

function as organizational memory (Boonstra, 2021; 

Puerto, 2023). From a customer retention perspective, 

this means that loyalty is increasingly shaped by the 

organization’s capacity to remember, predict, and 

respond to individual preferences across time and space, 

creating a form of digital continuity that substitutes for, 

and sometimes surpasses, human familiarity (Ascarza et 

al., 2018; Goel, 2025). 

However, this algorithmic continuity raises important 

theoretical questions about the nature of trust and 

authenticity in hospitality relationships. Relationship 

marketing theory has long held that trust emerges from 

repeated, reliable, and emotionally meaningful 

interactions between customers and service providers 

(Ang & Buttle, 2006; Alshurideh et al., 2012). When 

these interactions are mediated by AI-driven interfaces 

and automated workflows, the locus of trust shifts from 

individual employees to the technological system itself, 

prompting customers to evaluate not only the friendliness 

of staff but the reliability, transparency, and perceived 

fairness of digital platforms (Anica-Popa et al., 2021; 

Bryson, 2017). This reconfiguration of trust suggests that 

SaaS platforms are not neutral tools but active 

participants in the social construction of hospitality 

relationships (Goel, 2025; Buhalis, 2020). 

The literature on AI-enabled service encounters provides 

a useful lens for interpreting this shift. Studies indicate 

that customers often attribute human-like qualities to 

digital agents, particularly when these agents exhibit 

responsiveness, personalization, and conversational 

fluency (Li et al., 2021; Boonstra, 2021). In hospitality 

contexts, chatbots and recommendation engines can thus 

become symbolic stand-ins for the organization, shaping 

guest perceptions of attentiveness and care even in the 

absence of direct human interaction (Campbell et al., 

2020; Anica-Popa et al., 2021). This phenomenon 

supports Goel’s (2025) contention that cloud-mediated 

hospitality does not eliminate the concierge function but 

redistributes it across a network of algorithms, interfaces, 

and data flows that collectively perform the work of 

anticipation and personalization. 

Yet, the same mechanisms that enable digital intimacy 

also introduce new vulnerabilities. Algorithmic systems 

are inherently dependent on the quality, scope, and 

interpretation of data, which means that errors, biases, or 

gaps in customer profiles can lead to misaligned service 

experiences that undermine trust and satisfaction 

(Ascarza et al., 2018; Bryson, 2017). Moreover, the 

commodification of customer data raises ethical concerns 

about surveillance, privacy, and the instrumentalization 

of personal information for commercial gain, all of which 

can negatively impact long-term retention if customers 

feel exploited rather than valued (Buhalis, 2020; Goel, 

2025). These tensions underscore the need for a more 

ethically informed approach to SaaS adoption that 

recognizes the social responsibilities of hospitality 

organizations in the digital age (Anabila & Awunyo-

Vitor, 2013; Almohaimmeed, 2019). 

From an organizational perspective, the discussion also 

highlights the central role of employees in mediating the 

effects of SaaS on customer retention. While digital 

platforms can automate routine tasks and provide rich 

customer insights, they cannot by themselves generate 

the emotional labor and brand embodiment that remain 

critical to hospitality value creation (Bomela, 2010; 

Brockhaus et al., 2020). Internal marketing theory 

suggests that employees who identify with the brand and 

feel supported by management are more likely to deliver 

authentic, high-quality service that reinforces customer 

loyalty (Burin, 2010; Ang & Buttle, 2006). In SaaS-

driven environments, this implies that digital tools must 

be integrated into organizational cultures that empower 

employees to use data and automation as complements 

to, rather than substitutes for, human judgment and 

empathy (Goel, 2025; Al Hadwer et al., 2021). 

The TOE framework further elucidates how 

technological, organizational, and environmental factors 

interact to shape the retention outcomes of SaaS adoption 

(Al Hadwer et al., 2021). Technologically, SaaS 

platforms offer scalability, interoperability, and 

analytical power, enabling hospitality firms to respond 
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more flexibly to changing customer needs (Burke, 2020; 

Boonstra, 2021). Organizationally, however, these 

capabilities require new skills, governance structures, 

and cultural norms that may be difficult to develop, 

particularly in small and medium-sized enterprises with 

limited resources (Chung & D’Annunzio-Green, 2018; 

Alkitbi et al., 2020). Environmentally, competitive 

pressures and rising consumer expectations create both 

incentives and risks, as firms that fail to deliver seamless 

digital experiences may lose customers, while those that 

over-automate may erode the relational foundations of 

hospitality (Buhalis, 2020; Asuinura, 2021). 

This interplay suggests that SaaS-driven retention 

strategies must be understood as adaptive systems rather 

than fixed solutions. What works in one hospitality 

context may fail in another, depending on factors such as 

brand positioning, customer demographics, and 

organizational culture (Alshurideh, 2016; Ang & Buttle, 

2006). For example, luxury hotels that emphasize 

exclusivity and personalized attention may need to 

deploy SaaS tools in ways that enhance, rather than 

replace, human interaction, while budget-oriented 

properties may prioritize efficiency and automation as 

primary drivers of satisfaction and loyalty (Buhalis, 

2020; Goel, 2025). 

The discussion also points to the importance of historical 

perspective in evaluating SaaS-driven hospitality 

transformation. Technological innovation has long been 

a driver of competitive advantage in tourism and 

hospitality, from the introduction of computerized 

reservation systems to the rise of online travel agencies 

(Poon, 1993; Law et al., 2009). What distinguishes the 

current SaaS era, however, is the depth of integration 

between technology and service logic, such that digital 

platforms now actively shape how hospitality is 

imagined, delivered, and evaluated (Crowe, 2022; Pratt 

& Sparapani, 2021). This historical continuity and 

rupture help explain why SaaS has become so central to 

contemporary debates about customer retention and 

service quality (Goel, 2025; Buhalis, 2020). 

Looking forward, the synthesis suggests several avenues 

for future research. Scholars might investigate how 

different types of SaaS architectures influence customer 

trust and loyalty across cultural contexts, or how 

employees negotiate their roles in increasingly automated 

service environments (Li et al., 2021; Brockhaus et al., 

2020). Additionally, there is a need for empirical studies 

that examine the long-term retention effects of AI-driven 

personalization and digital twins in hospitality, 

particularly as these technologies become more pervasive 

and sophisticated (Crowe, 2022; Anica-Popa et al., 

2021). Such research would build on the theoretical 

foundations established here and provide more granular 

insights into the evolving relationship between 

technology, service, and customer loyalty (Goel, 2025; 

Ascarza et al., 2018). 

CONCLUSION 

This study has demonstrated that SaaS-driven digital 

transformation is not merely a technical upgrade within 

the hospitality industry but a profound reconfiguration of 

how service, relationships, and customer retention are 

constituted in contemporary hospitality ecosystems 

(Buhalis, 2020; Goel, 2025). By integrating insights from 

hospitality theory, customer retention research, and 

information systems scholarship, the analysis reveals that 

SaaS platforms function as relational infrastructures that 

continuously mediate the co-creation of value between 

guests and organizations (Ascarza et al., 2018; Ang & 

Buttle, 2006). 

Customer retention, in this context, emerges as a dynamic 

and socially embedded process shaped by data-driven 

personalization, AI-enabled service encounters, 

employee engagement, and ethical governance of digital 

platforms (Almohaimmeed, 2019; Li et al., 2021). While 

SaaS technologies offer unprecedented opportunities to 

enhance satisfaction and loyalty through seamless, 

personalized experiences, they also introduce new 

challenges related to trust, authenticity, and the 

commodification of human relationships (Bryson, 2017; 

Brockhaus et al., 2020). 

Ultimately, the sustainability of SaaS-driven hospitality 

depends on the ability of organizations to align 

technological innovation with the core human values that 

have always defined hospitality: care, respect, and 

genuine connection (Sheldon, 1983; Goel, 2025). By 

approaching SaaS not as a substitute for hospitality but as 

a medium through which hospitality is reimagined, firms 

can harness digital transformation to build deeper, more 

resilient relationships with their customers in an 

increasingly complex and competitive service landscape 

(Buhalis, 2020; Ang & Buttle, 2006). 
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