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Founded in 1927 by J. Willard and Alice Marriott, the Marriott Hotel, which later became the Marriott International Group, offers what is referred to as ‘the most powerful’ portfolio in the hospitality industry (Marriott, 2026). As of 2025, the brand operates more than 10,000 properties worldwide and has a workforce of 400,000 associates globally. As such, Marriott has the highest market value amongst the hospitality industry brands, at 65 billion USD (Statista, 2026). Its current membership programme, the Marriott Bonvoy loyalty programme, is one of the best loyalty programmes in the hospitality business (Marriott International, Inc., 2026).

The brand has been able to cement its leadership position through different operations, including franchises and licensed hotels, residential, timeshare, yacht, outdoor, and other lodging products across the world (Marriott, 2025). Furthermore, in order to ensure that it reaches out to different types of consumers, the brand operates more than 30 brands across different levels: for individuals looking to stay at a luxury hotel, brands like The Ritz-Carlton, W Hotels, and St Regis are available, whilst brands like Marriott and Sheraton offer premium-level services. Beyond that, names Courtyard, Four Points, CityExpress and Towneplace cater to individuals who look for midscale and long-stay level experiences (Marriott, 2026). Currently, the brand’s largest market is North America, with around 6,400 units and over 1 million rooms, compared to its second-largest market, Europe, which has only around 1,000 properties (Statista, 2026).

This report aims to build an understanding of Marriott’s newest customer experience service, StaySmart+, including looking at its leading features such as A.I. guest interaction, personalised travel planning, and sustainability amenities, and why the introduction of this new service is strategically relevant to Marriott’s position in 2026. Given the short rollout time that this project is aiming to achieve (6 months, across selected global hotels), the role of Project Manager is crucial when it comes to making this happen, especially because of its responsibilities to stakeholder identification, engagement, and alignment. To achieve its purpose, the report will be broken down into various sections, including situational analysis, identification of key stakeholders, the roles, responsibilities, benefits and challenges for each identified group, and possible engagement strategies. Conflict management, impact evaluations, recommendations and the conclusion will round up the report’s findings and propositions for the best possible course of action.
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	SWOT ANALYSIS

	Strengths
	1. Global brand recognition (Statista, 2025)

	
	2. The existing Bonvoy data ecosystem allows for great personalisation of the new service, and at no extra cost, since this data has already been gathered

	
	3. The brand already has an extensive and linked technological infrastructure

	
	4. Marriott has established finances as a result of its history and popularity (Statista, 2026)

	Weaknesses
	1. Complexity of operating across more than 30 brands, especially when it comes to customer service and relationships with vendors (Jones, 2025)

	
	2. Franchise properties mean that Marriott won’t always have direct control, which can affect the way the service is provided

	
	3. Marriott has already had a serious data breach in 2018, where credit card, passport numbers, and other personally identifying information belonging to its 500 million customers were compromised (Denuwan, 2023). 

	Opportunities
	1. There is a growing demand for personalised travel services (Johnson, 2025)

	
	2. Sustainability expectations from guests can lead to green technology investments that not only meet consumer demand but also provide long-term cost-saving opportunities(Johnson, 2025), of which AI technology is a part, since it will only improve with time 

	
	3. The travel economy is still recovering from the COVID-19 pandemic (UN Tourism, 2019)

	
	4. Competitor differentiation (Christopher et al, 2013)

	Threats
	Cybersecurity risks like the ones that Marriott had previously been a part of (Denuwan, 2023)

	
	Resistance to AI integration in the hospitality business from both clients and workers (Cozzio et al, 2026)

	
	Economic uncertainty, which comes from geopolitical strain in different locations, such as the war in Ukraine, the war in Iran and the war in Israel, affects travel on a massive scale

	
	Marriott’s biggest competitors, such as Hilton and Hyatt, can launch similar products and make StaySmart+ look less exclusive



With regard to the external environment, many factors can influence the StaySmart+ service rollout and its wider success within the Marriott family. From a political point of view, the laws under which hotels work vary across geographical locations and countries: for example, in Austria, “hotels are strictly liable in the case of a breach of the contract with their guests” (CMS, 2007), whereas this is not the case in all other European countries. Similarly, economically, the uncertainty created by the unstable geopolitical situation and the rise in fuel prices will have a continuous impact on the prices of travel, including transportation and accommodation: this, coupled with high inflation and leftover COVID-19 impacts on the tourism industry, means that some individuals might decide to forgo travelling, thereby affecting Marriott’s profit.

Socially, sustainability is one of the biggest and most recently emerging demands from consumers, and this can affect both Marriott and its StaySmart+ programme. Whilst consumers always look for human-touch hospitality, rising trends show that the inclusion of technology, especially when it comes to improving sustainability efforts, is always positively received. Since technologies that generate operational efficiency improvements have the potential to accelerate environmental sustainability (WSHA, 2024), both consumers and hotel owners are happy to integrate these types of technologies. Legally, GDPR and information protection need to be applied accordingly, as these types of laws vary depending on countries and regions. For example, the way Marriott handles its customers’ private information will vary between Europe and Asia, and this needs to be continuously monitored in order to avoid possible legal actions against it.

Lastly, from a technological point of view, whilst technology can offer many positives to the StaySmart+ programme, issues such as AI maturity, cybersecurity and staff literacy also need to be considered. For one, whilst AI is a machine-learning software, it will take time for it to gather and implement data that will help it provide the right service for Marriott’s clients. At the same time, cybersecurity is a big risk that needs to be continuously invested in, and not only at the beginning. Lastly, whilst most younger individuals are tech-savvy, not everyone has equal access to technology, and, therefore, Marriott will need to heavily invest in the digital literacy of its staff (Cozzio et al, 2025), not only to ensure they provide services that are up to the brand’s high-level standards, but also to prevent higher turnover rates when StaySmart+ is introduced. 

Based on this information, the following SMART objectives for Marriott’s StaySmart+ future programme have been identified:
Specific: Launch StaySmart+ across 50 selected properties in 3 regions within 6 months
Measurable: Achieve 70% guest adoption of AI tools in pilot hotels within 3 months of launch
Achievable: Leverage existing Bonvoy app infrastructure and IT teams
Relevant: Directly supports Marriott's "Serve 360" sustainability and guest experience strategy
Time-bound: Full rollout complete by month 6, review at month 9
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According to Freeman’s Stakeholder Theory, which was developed in 1984, management needs to understand the needs of stakeholders in order to set the bounds of operation and establish a strategy that integrates the interests of all stakeholders, rather than maximising the position of one group (Freeman and Mcvea, 2001). To be specific, Marriott’s stakeholder groups need to be broken down into two separate groups: internal and external stakeholders.

Internal stakeholders on the C-suite level, including executive and senior leadership, are important to Marriott because they are in charge of strategic approval, budget sign-offs and are the ones that have to champion the vision in order to generate interest for the lower-level stakeholders. The product development and IT teams are in charge of creating the StaySmart+ program are another example of internal stakeholders, who are in charge of physically building and integrating the AI tools and sustainability tech across different brands and platforms. From there, the next level of stakeholders, the marketing, branding and upsales departments, are in charge of positioning  StaySmart+ to guests and managing brand consistency: since these efforts are long-term and will affect the wider communication with other stakeholders, their stakeholder position is very important to the brand (Aksoy et al, 2022).

Another group of Marriott’s internal stakeholders include the hotels’ general managers, who are in charge of on-the-ground implementation for every one of Marriott’s properties. In the case of large corporations like Marriott, these stakeholders play an especially important role in service provision, because their efforts need to be proportionate in order to make sure that clients feel just as welcome in London’s W hotel as they would in Barcelona’s W. The Human Resource department staff are another set of internal stakeholders who are important to the StaySmart+ program and Marriott as a whole. In addition to upskilling staff and managing change resistance, HR professionals are tasked with aligning human capital with the business strategy, which is important in managing external stakeholders as well (Christopher et al, 2013). Lastly, the front-of-house and operational staff are the internal stakeholders in charge of the daily delivery of the service to guests, which makes them the stakeholders who are closest to the external stakeholders.

On the other hand, we have the external stakeholders such as hotel guests, franchise owners, technology partners and vendors. These three sets of stakeholders matter to Marriott because the customers are the end users, and so their adoption of the StaySmart+ service determines its success, whilst franchise owners, partners and vendors must fund and approve implementation at their properties and supply and maintain the technology, respectively. Other notable external stakeholders include regulatory bodies, investors and shareholders, local communities and third-party partners such as travel agencies and airlines, which all work towards lending the brand credibility and are directly affected by the hotels’ operations (Christopher et al, 2013). 
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When it comes to the internal stakeholders, the major groups’ roles, responsibilities, benefits, and challenges are as follows: C-suite and senior leadership roles help provide a wider, strategic direction that the company needs to follow, whilst also being in charge of resource allocation for almost all levels of the organisation. These positions provide the benefit of ensuring enterprise-wide alignment, especially in cases such as Marriott, where properties are scattered across different locations, where factors such as economies and culture can visibly affect a hotel’s working process. At the same time, the challenges for these roles are mainly made up of competing priorities and the pressure of ensuring economic benefits for stakeholders and, especially, shareholders (Aksoy et al, 2022). For IT and product developers, their main role is to design and deploy the AI tools and the overall StaySmart+ system. The benefits that these stakeholders can bring include technical expertise and a drive for quality as a result of their existing knowledge. At the same time, the 6-month timeline could present a challenge for them, especially because of integration complexity (Tozik, 2013).

Marketing’s role is concerned with internal and external communications and campaign creation as a whole. Whilst these positions bring many benefits, such as building guest anticipation and value creation through the building of relationships (Ashcroft, 2017), it is not without its challenge. For example, with Marriott, there is a need for consistent messaging across all of its 30+ brands and cultures, which can be hard to establish and maintain when these brands’ target audiences and expectations vary. Similarly, HR staff are in charge of change management and staff training programmes, which can benefit Marriott and its new programme by helping to reduce staff resistance through efforts such as providing transparency, an accessible communication channel, and improving organisational culture (Dierking, 2025). The challenges this role could potentially face include training at such a large scale and across Marriott’s diverse, multilingual teams.

Lastly, General Managers’ roles often place them as the local implementation leaders. Their roles as local leadership can be advantageous to the StaySmart+ programme because these individuals often have contextual knowledge of their specific market. One challenge that these roles might face would be the potential operational disruption that will happen during the programme rollout.

For the established external stakeholders, the roles of the franchise owners include funding and approval of the programme rollout and implementation. One advantage that these roles provide is that these individuals are usually entrepreneurs, which will help accelerate rollout because of their buy-in power. Even so, franchise owners will have differing financial capacities and willingness to invest, which can also get in the way of a smooth rollout of the programme. For tech vendors, whose roles are to supply and maintain the technology needed for the program, their position can be of benefit to Marriott because it means that the hospitality brand can outsource any technology-related needs, and thus ensure the specialist capability that these vendors have (Tozik, 2013). However, at the same time, outsourcing these needs also creates the risk of dependency on these vendors. Similarly, regulators are in charge of compliance oversight, which can be useful in building guest trust and ensuring credibility. However, at the same time, compliance processes and certification often take time, which might run over the 6-month plan established for Marriott’s StaySmart+ service.

The last external stakeholders, guests, are the ones who will need to adopt and use the service, which can be of help to Marriott because they can collect direct feedback. However, at the same time, because these stakeholders’ digital literacy levels and relationship with the brand vary (Ashcroft, 2017), it can be hard for Marriott to collect feedback in the timespan allocated to this process.
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To engage the established stakeholders, there is a range of appropriate frameworks, models, and theories that can be applied to the case of Marriott. For example, a stakeholder engagement plan would be useful in providing tailored services and solutions, and adjusting project strategies from the beginning, avoiding futile, money-wasting, and time-consuming activities (Hollmann et al, 2022). It should be noted, however, that stakeholder engagement plans are not static and therefore differ for all organisations. For Marriott, the stakeholder engagement plan would begin with the identification and formulation of the challenges of the project, followed by the identification of the stakeholders, one step of which this report has already completed. Then, to ensure conformity with data privacy policies, a roadmap will need to be implemented (Hollmann et al, 2022). On the basis of this, the engagement plan will need to be established, followed by the actual step of stakeholder engagement, followed by the evaluation of stakeholder feedback (Hollmann et al, 2022).

Another way Marriott’s stakeholders can be engaged is through the creation of a communication plan. An effective communication strategy will be able to answer questions such as whether all of the information has been relayed to the appropriate stakeholders, whether the information received from stakeholders meets the programme’s requirements, and whether the roles and responsibilities of the individuals involved in the communication strategy have been understood by them (Department of Finance, 2015). To achieve all of these aims, and more, the communication plan has to be structured around who receives what messages, the different types of channels that will be used (e.g. email, Bonvoy app, press releases), the frequency of the updates and the owner of the messages (who sends them). However, to do this appropriately, the communication plan has to take into account cultural differences and adapt it to the specific factors of each culture/location, such as using different tones, languages, and channels for Asian versus European markets (Galli, 2022).

Kotter's 8-Step Model would be a helpful way to enforce change management. The model has 8 main steps: creating a sense of urgency, building a guiding coalition, forming a strategic vision, enlisting a volunteer army, removing barriers, generating short-term wins, sustaining acceleration, and instituting the change (Graves et al, 2023). Marriott can establish all of these steps and then apply them to the transition of rolling out the StaySmart+. For example, for the step of generating short-term wins, the pilot hotel programmes will help generate real, observable results which, when coupled with good communication, will demonstrate value for the work and continued momentum (Graves et al, 2023). The reality, however, is that all of these models and frameworks will work best when used together; for example, whilst a communication plan is essential to meeting stakeholder expectations, using Kotter’s 8-Step model is just as important in making the change happen in the smoothest way possible. However, at the same time, Kotter’s model also requires clear communication in order for all 8 steps to be fulfilled, and so the communnication plan which is created will also come into use here.
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The position of a project manager involves being a central coordinator who is responsible for facilitating engagement across all stakeholder groups throughout the project lifecycle. As such, four sets of soft skills are important to completing a project: communication, collaboration, commitment and compassion (O’Sullivan, 2023). The process that will be undertaken to engage these identified stakeholders will begin with the establishment of a communications plan. As such, the first step will be to establish a project communication framework from the first day. This step is important because, as project manager, one of the main efforts that I will be in charge of is to create and maintain clear communication between the project and internal and external stakeholders (Galli, 2022).

When creating this framework, it will be important to ensure that the messages communicated to different stakeholders are tailored; for example, for franchise owners and investors, ROI-focused information will be appropriate; however, for stakeholders like HR professionals and General Managers, rollout, training and implementation information will be more useful (Anderson, 2023). Similarly, the frequency of the messages also needs to be made-to-measure; would C-suite level management be interested in hearing about the project every day? Or would weekly/monthly communications be more appropriate? 

In addition to this, the use os a mix of push (briefings, reports) and pull (project portal, dashboards) communication will be implemented in order to address differences in technology access and cross-cultural communication differences. For example, according to Hofstede, cultures with lower levels of power distance index are more likely to engage in more open communication (Jackson, 2024). Similarly, more feminine societies, such as Sweden, place importance on factors such as discussion, consensus, compromise, and negotiation (Jackson, 2024), which means that maintaining more frequent communication and allowing for feedback will be a more appropriate way to engage people from these cultures.

When it comes to collaborations, I will begin by forming a cross-functional StaySmart+ team, which will ideally be made up of professionals from IT, marketing, HR, and General Managers' spheres. Together, this team will work on co-designing different elements of the service, and when some clarity has been established, the hotel GMs will take the plan and showcase it to some of their front-of-house staff in order to collect feedback. The front-of-house staff are an essential part of this process because they have the operational insight that many of the upper-level managers don’t. Given that most team members might not be strictly in one location, the use of shared documents, project management software, and virtual whiteboards will be helpful when it comes to streamlining teamwork (O’Sullivan, 2023).

Consultations will be a significant part of this project, since this programme will affect many stakeholders, as already established. As such, formal consultation with franchise owners will have to be planned on a regular basis, especially before implementation decisions are finalised. Similarly, consultations will also take the form of guest focus groups and beta testing at the pre-established pilot hotels, in order to gather feedback before the launch, whilst detailed staff surveys will be used to bring to light any possible problems with the StaySmart+ platform before their official training even begins.

The last, and maybe most important part of the process I will have to manage as a Project Manager, is commitment. To do this, I will begin by finding an executive sponsor from the early stages of the plan, with a C-suite champion being the best possible option, since they will give the project the most authority. In addition to this, as the project’s other main champion, I will need to set clear expectations for the teams involved regarding factors such as project goals, deadlines, and responsibilities (O’Sullivan, 2023). Furthermore, I will also be in charge of instilling commitment as well, not only showing it, and this will be achieved by showing recognition for individual and team achievements, involving lower-level stakeholders in the design process.
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The effectiveness of stakeholder engagement for the StaySmart+ programme is not only an operational consideration, but also a direct determinant of Marriott’s overall business performance. If the project can engage stakeholders in a meaningful way, the results of this can be measured across many dimensions. From a guest experience and revenue perspective, using a structured engagement for hotel guests during the pilot phase, where options like beta testing, focus groups, and Bonvoy app feedback mechanisms can be used, will ensure that StaySmart+ is shaped by the real needs of its users, and not just assumptions. By doing this, we can increase adoption rates after we have launched the programme. Research has previously shown that customer co-creation in service design yields stronger loyalty outcomes (Gustafsson et al, 2012), which is important for Marriott as a part of the premium hospitality segment, where experiential differentiation decides prices (Christopher et al, 2013).

On the other hand, internally, keeping the staff and Hotel General Managers involved in the process by engaging in open communication and encouraging them to share their opinions will make the rollout smoother. When employees feel listened to and kept in the loop, they are more motivated and less likely to make mistakes during the transition. Given how many hotels and staff members Marriott operates across, any resistance from employees on the ground could potentially lead to an inconsistent guest experience and, therefore, undermine the idea of the StaySmart+ service. For franchise and property owners, their support is arguably the most important commercial factor in the success of the launch. Because these stakeholders are the ones deciding whether to invest at the property level, getting them on board and keeping them satisfied is essential to the project’s success.

From an investor and legal standpoint, showing that Marriott is engaging with its stakeholders will also cement its reputation as a responsible business. This matters to investors because a company's social and environmental commitments are becoming more important. In addition to this, working closely with independent regulators on data privacy and the right use of AI will help Marriott evade legal risks in the future, because not complying with regulations like the EU’s GDPR laws can damage customer trust (Noah et al, 2024) and its revenue.

On the basis of this information, my recommendations are as follows: first of all, it is important that Marriott creates a franchise owner ‘Board’ for large-scale and innovative projects like StaySmart+. By doing this, Marriott will be giving franchise owners a formal voice, which will work towards creating hype and reducing resistance from the owners, GMs, and front-of-house staff. Similarly, I believe that investing in cultural training will be useful for manager-level staff and HR, so that the process goes more smoothly (Stegen, 2023). From a guest's point of view, I also recommend that Marriott use its existing technology and leverage the Bonvoy app, through which it can introduce a guest co-creation programme and invite its most loyal members to beta-test and shape future service features.
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In conclusion, the launch of the StaySmart+ programme across Marriott’s brand portfolio will depend not only on the quality of the service itself, but also on how effectively the key stakeholders involved in the programme are identified, engaged, and managed during the whole 6-month process. This report has hopefully demonstrated that stakeholder engagement is an ongoing commitment that has to be maintained from the early planning stages to the consequent post-launch review. The arguments and subsequent evidence put forward in this report show that when stakeholders are correctly engaged, the benefits can be felt across the entire business:  from smoother internal operations and stronger franchise relationships, to improved guest satisfaction.
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