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This research investigates the effects of organisational rebranding on employee experience and operational performance within the hospitality sector, using the Delta Hotels by Marriott Bristol City Centre as a case study. Organisational rebranding, particularly in service-oriented industries, is increasingly used to revitalise brand identity, meet evolving customer expectations, and enhance competitiveness. However, the internal impact of such transitions, especially on employees, remains underexplored in academic and industry literature. This study addresses that gap through a qualitative, longitudinal analysis of the Marriott-to-Delta rebrand, informed by two 10-week student placements conducted in 2023 and 2025.
The methodological approach combines an instrumental case study framework with netnographic analysis and observational research. Placement-based insights were triangulated with publicly available employee reviews, internal brand communications, and academic theory. Data was thematically analysed around six core areas: renovation and operational modernisation, role redefinition, internal communication, cultural integration, guest perception, and sustainability practices. These themes reflect both tangible operational outcomes and the deeper cultural implications of brand repositioning.
Findings indicate that the rebranding produced significant infrastructure upgrades and service efficiencies, aligning with Delta’s mid-tier, streamlined hospitality model. Technological innovations such as smart rooms and self-service stations enhanced operational flow and reduced staffing pressures. However, these efficiencies also led to redefined employee roles, especially in front-of-house and food and beverage departments. Long-tenured staff reported feelings of alienation, loss of personal interaction, and increased ambiguity in their roles, highlighting the emotional labour challenges noted in hospitality research. Conversely, new employees adapted more readily to the brand’s efficiency-driven ethos, reflecting generational differences in service expectations.
Communication emerged as a critical success factor. In 2023, poor internal communication created uncertainty, resistance, and disengagement. By 2025, improved practices, including team briefings, staff feedback channels, and rebranding workshops, will enhance employee involvement and transparency. However, gaps remained, particularly among support departments, suggesting the need for multidirectional communication to ensure inclusivity.
Culturally, the brand transition succeeded more in visual and technological terms than in deep-seated behavioural alignment. While Marriott’s ESG-focused “Serve 360” strategy was embedded into operations through eco-friendly practices, uneven staff training and guest compliance limited its impact. Nevertheless, employees expressed greater job satisfaction when sustainability goals were communicated and integrated into daily tasks.
Guest feedback mirrored this complexity. While positive about the hotel’s upgraded design and improved functionality, some guests lamented the reduction in personal interaction, a hallmark of the original Marriott experience. This reveals a crucial tension in rebranding strategies: achieving operational excellence without eroding the emotional connection that drives guest loyalty.
Ultimately, this research offers practical recommendations for hospitality leaders undertaking similar transformations. These include tailored training for legacy staff, implementation of departmental change ambassadors, improved guest-personalisation strategies, and stronger integration of sustainability. The study contributes to a deeper understanding of rebranding as a holistic, ongoing process that must balance identity, culture, communication, and stakeholder expectations. It underscores the need to align both physical and emotional dimensions of the brand to achieve a resilient and authentic organisational transformation.
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The hospitality industry continues to evolve rapidly in response to rising customer expectations, digital innovation, and the pressure to maintain competitive differentiation (Pizam, 2020; Pine and Gilmore, 2011). Within this dynamic landscape, organisational rebranding has emerged as a vital strategy to revitalise hotel identities, enhance guest experience, and align internal practices with renewed brand standards (Muzellec and Lambkin, 2006; Merrilees and Miller, 2008). For many international hotel chains, rebranding is not only about visual transformation but also involves significant operational and cultural shifts that affect both customer perception and employee experience. Walker (2021) highlights that evolving guest preferences are increasingly driving hotels to pursue strategic repositioning, with rebranding playing a central role in maintaining market relevance.
This research investigates the impact of organisational rebranding on employee experience and operational performance, using a case study of the Marriott Bristol City Centre. Located at 2 Lower Castle Street, Bristol BS1 3AD, the hotel began its rebranding journey in August 2022, transitioning from the classic Marriott brand to Delta Hotels by Marriott. The study draws on two 10-week student placements undertaken at the property, the first from April to June 2023 and the second from January to March 2025, providing comparative, first-hand insights into the rebranding process.
During the first placement, the rebranding was visible primarily in the form of exterior renovations and guest-facing upgrades, including balcony improvements, new air conditioning, and modernisation of the top-floor premium rooms. Internal operations remained mostly unchanged at this stage. However, by the second placement in 2025, the rebranding had expanded considerably. All rooms had been updated with new décor and TVs, while guest services had shifted to include self-service coffee machines, an upgraded water fountain in the reception area, and new furnishings in the bar and VIP lounge (Delta Hotels by Marriott, 2025).
More significantly, placement observations revealed how these changes affected staff dynamics and operations. During the 2025 placement, the researcher shadowed front office and administrative teams, gaining exposure to departments such as HR, finance, and sales. Staff interactions reflected a mix of excitement and anxiety over new branding standards. Employees expressed concern about unclear managerial expectations and shifting procedures, particularly in departments like housekeeping and F&B, where new systems altered traditional routines. However, engagement also increased as the new owner actively encouraged staff feedback through meetings and internal discussions, a strategy consistent with Kotter’s (1996) principles of communication and empowerment during organisational change. This aligns with Marriott International’s broader corporate philosophy outlined in its 2024 ESG report, which emphasises employee wellbeing, inclusive leadership, and a “put people first” culture during periods of change (Marriott International, 2024).
 Independent employee reviews of the hotel also reflected these themes, noting strong leadership support during the transition (Indeed, 2024).
Such staff engagement and gradual adaptation align with Accor Group’s (2021) broader guidance on rebranding and sustainability, which highlights the importance of consistent service upgrades, staff retraining, and stakeholder inclusion. These industry frameworks demonstrate that rebranding must balance guest expectations with employee readiness to sustain operational effectiveness.
This research contributes to academic and industry conversations on hotel rebranding by connecting theoretical models to real-world staff experiences and operational outcomes. It aims to offer practical recommendations for hospitality leaders navigating similar transitions.

[bookmark: _Toc200637188]1.1 Research Aim
To critically examine how organisational rebranding affects employee experience and operational performance in the hospitality sector, using the case study of the Marriott Bristol City Centre’s transition to Delta Hotels by Marriott.

[bookmark: _Toc200637189]1.2 Research Objectives
1. To explore the motivations and strategic goals behind the rebranding of the Marriott Bristol City Centre.
2. To examine employee perceptions and experiences during the organisational transition.
3. To evaluate the effect of rebranding on operational performance and service delivery in the hotel.

[bookmark: _Toc200637190]1.3 Research Questions
1. What were the strategic motivations behind Marriott Bristol’s rebranding to Delta Hotels by Marriott?
2. How did employees perceive and experience the rebranding process across its stages?
3. What impact has the rebranding had on operational performance and service delivery?




[bookmark: _Toc200637191]Closing Summary
By concentrating on the strategic rationale, employee experience, and operational performance, this research aims to generate a well-rounded understanding of how rebranding impacts both staff and service delivery within a hotel setting. Through a case study approach supported by netnographic observations and placement-based reflection, the study will offer a detailed, real-world analysis of Marriott Bristol’s transition. The findings will inform practical insights for hospitality professionals managing brand transitions and contribute meaningfully to academic literature on organisational change and employee engagement.


















[bookmark: _Toc200637192]Chapter 2: Literature Review
Organisational rebranding within the hospitality sector involves far more than a new logo or refreshed décor; it encompasses changes to operational systems, workplace culture, employee engagement, and customer experience. With the industry becoming ever more competitive and guest-centric, brands increasingly turn to rebranding to align with shifting market demands and redefine their value propositions (Pizam, 2020; Pine and Gilmore, 2011). According to Saunders, Lewis, and Thornhill (2012), strategic rebranding in services must also address the interplay between tangible and intangible service elements to avoid brand dilution. This literature review examines key aspects of hotel rebranding, including its rationale, impact on the workforce, operational effects, cultural alignment, technological enablers, resistance to change, and prevailing research gaps.

[bookmark: _Toc200637193]2.1 Rationale Behind Organisational Rebranding
Rebranding is defined as “the practice of changing the name, logo, design or overall brand image of an organisation to reposition itself in the minds of stakeholders” (Muzellec and Lambkin, 2006, p. 804). In hospitality, this process, driven by mergers, acquisitions, repositioning or changing demographic outreach, aims to refresh hotel market positioning, broaden guest segments, or elevate service standards (Merrilees and Miller, 2008). As Robson (2016) notes, such change must also be research-led and evidence-informed to avoid unintended organisational consequences.
Marriott’s shift of selected properties to the Delta Hotels brand is illustrative, representing a strategic repositioning toward an efficient, mid-tier lifestyle brand with streamlined amenities and modern aesthetics (Marriott International, 2024). According to Accor Group (2021), effective rebranding must balance visual identity with sustainable, operational continuity and inclusive stakeholder communication. This theoretical framing aligns with the staged transformations observed at the Bristol property, which introduced upgrades in phases (2023 vs 2025), demonstrating the need for gradual yet coherent brand evolution. Research by Bryman (2008) also supports the need for contextual sensitivity in implementing brand transitions, particularly in service industries where both staff and guest perceptions are shaped by subtle brand cues.







[bookmark: _Toc200637194]2.2 Employee Experience During Rebranding
Frontline employees are often the overlooked subjects in rebranding processes, despite their central role in delivering the service experience (King and Grace, 2008). Studies indicate that employees frequently experience anxiety, dissatisfaction, or resistance when rebranding strategies fail to include transparent communication and staff participation in planning (Armenakis and Harris, 2009; Kotter, 1996). Furthermore, Lashley (2009) argues that frontline engagement is vital in hospitality due to the emotional labour required to deliver personalised service.
According to Armstrong (2021), employee engagement during organisational change is strongly linked to trust, communication, and role clarity, all of which are essential in supporting morale and service continuity. Expanding on this, Madera et al. (2022) argue that employee adaptability and role evolution are vital for maintaining morale during brand transitions, especially in service-oriented sectors like hospitality, where roles are dynamic and guest expectations are high.
Kotter's eight-stage process emphasises fostering urgency, forming guiding coalitions, and enabling action through communication steps closely aligned with Marriott’s engagement tactics documented in its 2024 ESG report (Marriott International, 2024). The commitment to wellbeing, continuous development, and feedback sessions aligns with academic models prioritising employee involvement for effective change (Gill, 2002). Indeed (2024) staff reviews of the Delta Hotels property reinforce this alignment, with employees reporting improved clarity, direction, and empowerment during the transition.
Silverman (2011) further highlights the importance of qualitative data in understanding how employees experience organisational transitions, underscoring the need for deeper inquiry into emotional reactions, not just behavioural changes.

[bookmark: _Toc200637195]2.3 Operational Impact of Rebranding
Operational realignment is essential to support visual and experiential changes (Balmer and Grey, 2003). Rebranding often requires investment in service technologies, modified SOPs (Standard Operating Procedures), and staff training to align with new brand standards (O'Neill and Mattila, 2010; Diefenbach, 2007). Yin (2018) explains that such transformations must be monitored as part of a holistic case study design to evaluate long-term organisational effectiveness.
In the Bristol case, guest-facing innovations like self-service coffee stations and automated water fountains reflect Pine and Gilmore's (2011) concept of the “Experience Economy,” where streamlined, guest-led service enhances satisfaction. These innovations also shifted staff roles from service provision to service facilitation. Without proper training and operational support, such shifts can result in service inconsistency and employee frustration, reiterating Diefenbach’s (2007) warnings about unsupported systems change.
According to Collis and Hussey (2014), successful operational transformation requires both structural realignment and cultural reorientation, especially when introducing automation in high-contact service sectors such as hotels.

[bookmark: _Toc200637196]2.4 Brand Identity Transfer and Cultural Integration
Brand renewal initiatives depend heavily on cultural alignment (Hatch and Schultz, 2003). In the hospitality context, employees must internalise brand values to ensure authentic guest interactions. When corporate culture is misaligned with client-facing messaging, the resulting dissonance can erode trust and service quality (de Chernatony and Harris, 2001).
Marriott’s internal campaigns during its Delta rebrand emphasised value-based coaching, team collaboration, and frequent briefings, all consistent with its “Live by Values” approach (Marriott International, 2024). These initiatives reflect Hatch and Schultz’s, to the consistent implementation of brand identity across culture, structure, and communications. As noted by Veal (2006), creating shared meanings through culture is particularly challenging in-service brands due to the variability of human performance across shifts and departments.

[bookmark: _Toc200637197]2.5 Technology, Digital Transformation, and Guest Expectations
Digital innovation offers rebranded hotels a platform to enhance efficiency and guest satisfaction. According to Buhalis and Leung (2018), digital adoption, such as mobile check-in, smart room control, AI-driven service suggestions, and automated self-service, can radically improve the guest experience. Grbich (2006) supports this through qualitative evidence showing how digital interventions reshape both guest expectations and staff training priorities. As Zeithaml et al. (2018) point out, technological adoption must be matched with service quality strategies to retain guest loyalty, emphasising that automation alone does not guarantee guest satisfaction. 
The Bristol hotel’s introduction of self-service coffee stations and smart water dispensers corresponds with this trend, offering convenience and perceived modernity. However, Melián-González et al. (2020) warn that insufficient digital infrastructure or training can frustrate both guests and employees, undermining the intended guest experience improvement and staff productivity. Marriott’s response involved layered induction training and role realignment, yet operational inconsistencies remained during the transition, as evidenced by internal staff commentary and performance reviews (Indeed, 2024).

[bookmark: _Toc200637198]2.6 Resistance to Change and Employee Resilience
Resistance remains a key challenge in organisational change (Bovey and Hede, 2001). Resistance may be overt through objection or covert through passive compliance without buy-in (Diefenbach, 2007). Low resilience or support during turbulent periods can result in operational breakdowns and lowered service standards.
Marriott’s use of resilience-building techniques regular staff check-ins, feedback sessions, and adaptive role definitions, signals an effort to encourage change-readiness and mitigate resistance (Armenakis and Harris, 2009; Marriott International, 2024). These actions align with the wider academic consensus that proactive resilience frameworks support smoother transitions.
Cottrell (2014) emphasises the role of critical reflection during rebranding, noting that staff who engage in structured reflective practice individually or through facilitated discussion are more likely to embrace new organisational values and adapt constructively.

[bookmark: _Toc200637199]2.7 Gaps in the Literature and Project Contribution
A review of existing research reveals gaps in two key areas: internal effects of rebranding and longitudinal studies capturing lived employee and operational experience during multi-year hotel transitions. Most studies centre on marketing outcomes, guest satisfaction, or brand visibility (Merrilees and Miller, 2008; Muzellec and Lambkin, 2006).
This research addresses these gaps by focusing on internal stakeholder experience and operational transformation within a hotel undergoing phased rebranding. By tying academic models to observations from branded-stage placements, the project highlights the practical nuances often overlooked in theoretical discussions and offers contextually grounded, evidence-based insights.
Denscombe (2010) suggests that longitudinal and ethnographic approaches, such as the one adopted here, are essential in capturing the real-time experiences of change. This supports the use of netnographic (Kozinets, 2020) and reflective practitioner frameworks (Schön, 1983) to enrich the study’s qualitative validity.


[bookmark: _Toc200637200]Chapter 3: Methodology
To explore the impact of organisational rebranding on employee experience and operational performance at Delta Hotels by Marriott, this research adopts a qualitative case study methodology, enhanced with netnographic data analysis. This approach allows for in-depth contextual analysis of real-time hotel operations during brand transition while grounding the findings in employee perceptions and academic literature.

[bookmark: _Toc200637201]3.1 Case Study Approach
A case study methodology is particularly suited to research questions that seek to understand complex, real-life phenomena in depth and within context (Yin, 2018; Flyvbjerg, 2011). The rebranding of Marriott Bristol City Centre to Delta Hotels by Marriott offers a relevant and timely case for detailed exploration, spanning visible guest-facing changes and deeper organisational shifts. The researcher’s dual 10-week placements in 2023 and 2025 support a longitudinal view of transitional phases, offering first-hand insight into the before-and-after dynamics of rebranding.
According to Yin (2003), case study research allows the use of multiple sources of data interviews, observation, documentation, and digital commentary, which supports triangulation and strengthens validity. Stake (1995) and Veal (2006) highlight that instrumental case studies can provide rich insight into broader processes and behaviours, even when focused on a single site. This flexibility is particularly useful in hospitality, where organisational identity, service delivery, and employee culture intersect in complex ways (Pizam, 2020).
Despite its strengths, the case study approach faces limitations regarding generalisability (Collis and Hussey, 2014). To address this, the current research contextualises its findings within existing literature and triangulates data with digital employee feedback, ESG documentation (Marriott International, 2024), and cross-referencing with broader trends (Accor Group, 2021; Indeed, 2024). This supports analytical generalisation rather than statistical, consistent with qualitative research conventions (Silverman, 2011).







[bookmark: _Toc200637202]3.2 Netnography as a Complementary Method
To supplement primary placement insights, this study incorporates the netnographic digital ethnographic method for understanding online narratives and sentiment (Kozinets, 2020). By analysing publicly available employee reviews from platforms such as Indeed.com, this method provides access to unfiltered commentary on work culture, operational transitions, and managerial practice during and after the rebrand.
Netnographic research is particularly effective in the hospitality sector, where service experience is deeply personal and often discussed online (Mkono, 2012). These sources offer insight into organisational climate and role adaptation, especially when face-to-face interviews are not feasible. Following guidance from Silverman (2011) and Marshall (2015), data were thematically coded to identify recurring themes: leadership communication, digital integration, staff empowerment, and workload management.
Netnography has limitations, particularly regarding representation and data authenticity. However, when triangulated with field notes and internal documentation, it forms a valuable interpretive layer to the findings (Saunders, Lewis and Thornhill, 2012). Ethical protocols were upheld by limiting analysis to publicly accessible content without names or identifiers.



[bookmark: _Toc200637203]3.3 Integration of Observational Learning
The researcher maintained detailed weekly observations during both placement periods. As Schön (1983) argues, reflective practitioners gain unique insight by integrating lived experience into theory development. Kolb’s (1984) experiential learning model supports the notion that hands-on immersion allows for deeper understanding of organisational dynamics during rebranding, as learners engage in a cyclical process of concrete experience, reflection, conceptualisation, and experimentation. In addition, the reflective cycle by Gibbs (1988) was employed to systematically assess evolving service roles and guest interactions over time, encouraging a structured process of description, evaluation, analysis, and action planning.
Direct observation of day-to-day operations, including digital transformation, cultural transitions, and sustainability initiatives, allowed the researcher to critically evaluate internal brand alignment and employee responses in real time. Such an approach captures contextual nuances often missed by traditional surveys or interviews (Greetham, 2014). Observations were not only anecdotal but also corroborated through secondary sources and netnographic content. According to Cottrell (2014), the structuring of such experiential learning into academically rigorous frameworks enhances both reflection and analytical credibility.
In this context, the researcher’s position as an insider–outsider immersed within the placement hotel but also acting as a critical observer aligns with Denscombe’s (2010) reflections on research roles in professional settings. This dynamic enriched the depth of the data while maintaining professional objectivity and academic detachment.

[bookmark: _Toc200637204]3.4 Ethical Considerations
Ethical rigour was central to this study’s design. The research followed the British Educational Research Association (BERA, 2018) ethical guidelines, particularly those relevant to observational data, data consent, and confidentiality. Placement-based data was gathered with institutional approval, ensuring that no personal or private staff information was disclosed.
All netnographic data was derived from publicly available online platforms, with usernames anonymised and no contact made with contributors. The research conformed to the standards of insider research described by McGiven (2006), ensuring ethical mindfulness in professional environments. The dual roles of researcher and participant were carefully managed to minimise bias and preserve integrity (Silverman, 2011; Denscombe, 2010).
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[bookmark: _Toc200637206]4.1 Findings 
This section presents the objective findings of the research based on data collected during the two 10-week placements at the Delta Hotels by Marriott Bristol City Centre (April–July 2023 and January–March 2025), supplemented by a netnographic analysis of online employee reviews (Indeed, 2024). The findings are structured around six core themes aligned with the study’s research objectives, tracing the transition from Marriott to Delta by Marriott.

[bookmark: _Toc200637207]Theme 1: Renovation and Operational Modernisation
During the 2023 placement, the most visible effects of the rebranding were predominantly physical. Renovations focused on guest room balconies and the installation of modern air conditioning systems, with particular attention given to the top-floor suites. These premium rooms, offering expansive views of Bristol city centre, were repositioned to reflect a more contemporary, upscale identity. Such improvements demonstrated Delta’s strategic aim to realign itself as a brand offering both operational efficiency and refined guest comfort.

By 2025, the hotel had undergone a full interior transformation. Guest rooms featured minimalist décor with neutral colour schemes, ergonomic furnishings, and integrated smart technologies such as voice-activated lighting and interactive media systems. Public areas, including the reception and lounge, were reconfigured with modular seating, energy-efficient lighting, and digital QR-code directories. One symbolic yet functional change was the replacement of staff-served water jars with a sleek dual-temperature water fountain, representing a broader shift toward self-service and guest autonomy. This aligns with the concept of guest empowerment through smart design, as discussed by Wirtz, Zeithaml and Gistri (2020).

Further changes occurred within the F&B department. The introduction of advanced self-service coffee and beverage stations reduced the need for traditional server roles, allowing a leaner staffing model. A restaurant supervisor explained, “We used to assign two people just for tea and coffee during breakfast. Now, guests help themselves, and our role is more about ambience and availability.”
From an operational performance perspective, these changes enhanced efficiency and freed staff to focus on back-of-house duties and guest experience management. The improvements closely reflect Dube and Renaghan’s (2000) framework of visible customer value, reinforcing Delta’s brand proposition of accessible luxury paired with functional innovation.

[bookmark: _Toc200637208]Theme 2: Redefinition of Staff Roles and Service Culture
The role of employees evolved notably during the rebranding of Delta Hotels by Marriott. In 2023, job functions remained traditional and task-specific, with staff assigned to well-defined roles such as beverage service, front desk operations, and luggage assistance. These roles were inherently personal, aligning with the legacy Marriott ethos of high touch, emotionally connected service delivery.
By 2025, roles had become more flexible and technology oriented. For example, bar staff were tasked with maintaining self-service beverage stations, while receptionists guided guests through automated check-in kiosks and digital feedback systems. A front office associate remarked, “We’ve gone from being the face of the hotel to guides for machines. Sometimes that’s less fun, but we get fewer complaints and things move faster.”
This evolution in role scope yielded mixed responses. New employees appeared to adapt well, often describing the new structure as “refreshing” and “easier to manage.” In contrast, long-tenured staff expressed a sense of disconnection from guests, citing fewer opportunities to build rapport. These experiences echo Lashley’s (2009) argument that emotional labour is a defining component of hospitality work, and its reduction can lead to diminished staff engagement and identity strain.
Robbins and Judge (2019) further assert that behavioural resistance during organisational change is often rooted in role ambiguity and insecurity, particularly when job expectations shift faster than support systems or identity frameworks.
Robbins and Judge (2019) assert that behavioural resistance during organisational change is frequently linked to perceived role uncertainty. This was evident among Delta’s legacy staff, many of whom were required to embrace new technologies and responsibilities without sufficient time to adapt. As job functions blurred and traditional guest interactions diminished, some employees reported a loss of clarity around their service purpose, contributing to stress and declining morale.
Additionally, the internal branding process underwent substantial redefinition. Employees were increasingly expected to function as brand ambassadors within a tech-driven environment, a shift requiring not just behavioural change but deeper ideological alignment. According to King and Grace (2008), internal branding depends on employees not only understanding but also internalising and reflecting brand values in their service delivery. Indeed, where staff were unable to reconcile their professional identity with Delta’s modernised, less personalised service model, dissatisfaction increased a trend also evident in employee reviews on Indeed (2024), which revealed concerns about reduced interpersonal engagement and role ambiguity.



[bookmark: _Toc200637209]Theme 3: Communication and Employee Engagement in Change
Communication practices underwent a significant transformation between the two placement periods, reflecting the broader organisational shift in leadership and strategic alignment. In 2023, the rebranding process was characterised by a lack of structured internal communication. Although staff observed physical changes such as construction work, new branding elements, and signage updates, there were few, if any, formal announcements, team briefings, or opportunities for open dialogue. This absence of clarity led to uncertainty and disengagement among employees, as several staff members reported feeling “kept in the dark” about the implications of the transition.
By 2025, a more transparent and inclusive communication culture had been established. Management introduced routine team meetings, anonymous employee feedback surveys, and open forums where staff could raise concerns and share suggestions. One housekeeping team leader reflected, “In 2023, we were guessing. In 2025, we’re contributing.” These participatory mechanisms encouraged staff to become more actively involved in shaping the post-rebranding workplace culture, and their implementation contributed to greater organisational stability during the final stages of transformation.
This progression closely mirrors the model proposed by Armenakis and Harris (2009), who emphasise that successful organisational change is underpinned by persuasive communication, employee involvement, and consistent reinforcement. When communication is proactive and participatory, it enhances employee commitment and reduces resistance to change, key factors in achieving a smooth cultural transition.
However, the improved communication was not uniformly distributed across departments. While front-of-house teams appeared well-informed, staff working in support roles such as maintenance and laundry reported that they often received important updates only after decisions had been finalised. This points to a persistent hierarchical gap in internal messaging, reinforcing Brower, Abolafia and Carr’s (2000) argument that effective communication must flow both vertically and horizontally within an organisation to ensure all employees, regardless of department, feel equally valued and included in the change process.

[bookmark: _Toc200637210]Theme 4: Organisational Culture and Emotional Adjustment
Cultural realignment emerged as one of the most challenging and protracted dimensions of the rebranding process. During the 2023 placement, many staff exhibited limited understanding of the Delta brand’s ethos and how it contrasted with Marriott’s long-standing organisational culture. Informal conversations among employees often revealed a mixture of confusion, scepticism, and passive resistance. The lack of early communication and brand education contributed to uncertainty, with staff referring to the changes as “cosmetic” rather than strategic.

By 2025, efforts to embed the new cultural identity had become more structured. Weekly newsletters, rebranding workshops, and revised induction programmes were introduced to convey Delta’s core values of autonomy, simplicity, and operational efficiency. These initiatives aimed to instil a shared sense of purpose and align staff behaviours with the brand’s evolving service philosophy. While some progress was evident, particularly among front-of-house staff who regularly interacted with guests, other departments, such as F&B and housekeeping, displayed lingering detachment. Several long-serving employees expressed that the rebrand felt “top-down” and lacked relevance to their daily work routines.
This uneven adaptation reflects the cultural dissonance described by Harris and Ogbonna (2002), who note that organisational change efforts can produce unintended consequences when employees' existing work identities are not fully acknowledged or integrated into the transformation process. When staff perceive that their previous roles and values are being overwritten rather than evolved, resistance and disengagement may ensue.
Moreover, the situation aligns with the framework proposed by Hatch and Schultz (2003), which emphasises that effective cultural change requires an iterative alignment between corporate identity, organisational culture, and external image. In this case, while visible brand elements and external messaging had been updated, the internal culture remained only partially aligned. The fragmented response across departments suggests that the rebranding was more successful at the level of physical transformation than cultural assimilation a gap that may undermine the long-term sustainability of the change if not addressed through deeper, inclusive engagement.

[bookmark: _Toc200637211]Theme 5: Guest Perception, Value, and Brand Loyalty
Guest perceptions of the rebranded Delta Hotels by Marriott were generally favourable, particularly regarding the hotel’s modernised appearance and improved operational efficiency. Online and in-person feedback frequently praised the upgraded room décor, clean and bright public spaces, and seamless check-in procedures. Reviews on platforms such as Indeed (2024) highlighted satisfaction with the speed of service, digital enhancements, and overall ambience. One guest noted, “Everything looks amazing, but I kind of missed being personally welcomed,” while another commented, “It’s all touchscreen and machines now, great for business travel, but not very homely.”
These responses underscore a critical distinction in hospitality experience: while functional satisfaction, based on tangible elements like cleanliness, speed, and room quality, was achieved, the emotional engagement aspect appeared diminished. This reflects the model proposed by Kandampully and Suhartanto (2000), who argue that guest loyalty in the hotel industry is driven not only by operational performance but also by affective connections fostered through interpersonal service. More recently, Kandampully, Zhang and Bilgihan (2018) stress that modern hospitality branding must deliver consistent experiences across both emotional and functional touchpoints, requiring that technological innovations be complemented by service authenticity and warmth.
Although Delta’s rebranding successfully delivered physical transformation and technological convenience, the shift toward automation inadvertently reduced opportunities for personalised interaction. Guests accustomed to Marriott’s traditional, high-touch service style may perceive this transition as a loss of warmth and attentiveness, even if efficiency has improved.
These findings also align with the argument presented by Merrilees and Miller (2008), who caution that corporate rebranding must transcend visual and structural changes to address emotional and experiential dimensions of the brand. For Delta to sustain guest loyalty post-rebrand, it must balance its emphasis on operational simplicity with subtle but meaningful opportunities for human interaction, such as proactive staff greetings or tailored guest preferences, which reinforce the emotional touchpoints valued by repeat customers.

[bookmark: _Toc200637212]Theme 6: Sustainability and ESG Perceptions
By 2025, a significant development in the rebranding of Delta Hotels by Marriott was the explicit integration of environmental and social responsibility measures. This strategic shift aligned with broader sustainability goals outlined in Marriott International’s Serve 360 ESG platform (2024), aiming to embed sustainable practices into everyday operations. New initiatives included the installation of colour-coded waste segregation bins on guest floors, water-saving fixtures in en-suite bathrooms, and the removal of single-use plastic amenities. Informational signage encouraged guests to reuse towels and conserve energy by switching off lights and air conditioning when not in use.
These measures were complemented by internal staff training sessions, which aimed to familiarise employees with Marriott’s sustainability principles and empower them to advocate for eco-conscious behaviours among guests. Feedback from staff was largely positive. One front office team member noted, “It’s nice to feel like we’re helping the planet, not just checking people in.” This reflects a growing sense of employee purpose linked to environmental stewardship, which can enhance engagement and job satisfaction when values align with operational practice.
However, implementation challenges persisted. Several staff reported that guests often ignored sustainability prompts, particularly in relation to towel reuse and energy conservation. Technical inconsistencies, such as malfunctioning motion-sensor lighting and vague waste signage, also limited the practical impact of some initiatives.
The strategic move toward sustainability aligns with the post-COVID shift in consumer expectations, wherein guests increasingly favour brands that demonstrate social and environmental responsibility (Sartori et al., 2018). Furthermore, Wirtz, Zeithaml and Gistri (2020) argue that sustainability has evolved into a critical component of brand differentiation in hospitality, influencing both corporate reputation and guest loyalty. By incorporating ESG practices into the rebranding process, Delta not only responded to market trends but also positioned itself as a future-forward brand with broader societal awareness.
Despite some operational limitations, these efforts mark a positive trajectory. To maximise their impact, the hotel may benefit from clearer communication of its sustainability goals to guests, alongside more robust data collection to evaluate behavioural change. The continued alignment of environmental responsibility with brand identity could enhance both organisational performance and stakeholder perception in the long term.

























[bookmark: _Toc200637213]4.2 Discussion
This study aimed to critically investigate how organisational rebranding affects employee experience and operational performance, using Delta Hotels by Marriott Bristol City Centre as a case study. The findings revealed a multifaceted transformation visible in infrastructure, technology, role dynamics, communication, culture, guest perceptions, and sustainability practices. This section discusses these results with the three core research objectives and the broader literature, highlighting key implications and practical considerations.

[bookmark: _Toc200637214]Objective 1: To examine how the rebranding has influenced employee roles, satisfaction, and engagement
The rebranding led to a significant redefinition of employee roles, particularly within front-of-house and F&B departments. The shift from traditional service delivery to more tech-enabled and self-service models brought increased operational efficiency but also created identity tension for long-serving staff. As noted by Lashley (2009), emotional labour is a core component of hospitality work; when reduced or displaced by automation, employees may feel a loss of purpose, leading to lower engagement.
This shift in job scope aligns with Grönroos’s (2007) service management theory, which acknowledges that role ambiguity can surface when service models evolve without comprehensive retraining. In this case, new hires appeared to adapt quickly, viewing hybrid roles as more manageable. However, tenured staff struggled with the loss of face-to-face interaction, a key emotional anchor in hospitality service (King and Grace, 2008).
Moreover, the findings resonate with Bitner et al.’s (1994) service blueprinting concept, which suggests that any change to frontstage service must be matched by backstage support and training. The hotel’s delay in delivering tailored internal branding efforts early in the rebranding process may have amplified this disconnect.
While the 2025 placement demonstrated progress, with the introduction of feedback loops and more inclusive training, it was evident that sustained engagement requires a longer cultural onboarding period. As Deery and Jago (2015) argue, in high-turnover industries like hospitality, emotional commitment is built over time through recognition, purpose, and adaptability. The Delta case suggests that without clear role clarity and acknowledgement of legacy identities, engagement risks remain.





[bookmark: _Toc200637215]Objective 2: To evaluate the impact of the rebrand on internal communication, collaboration, and culture
Cultural transformation often lags visible branding efforts, and this case reinforces that challenge. In 2023, limited communication about the Delta brand left staff confused about its core values. By 2025, communication had improved, but its distribution remained uneven across departments. This situation reflects the challenges outlined in Harris and Ogbonna’s (2002) study, where insufficient internal alignment during brand transition created cultural fragmentation.
Through the lens of Hatch and Schultz’s (2003) organisational identity framework, it becomes clear that a disconnect existed between corporate identity (the Delta brand values), culture (the lived employee experience), and image (guest perception). Front-of-house staff were more likely to engage with the new culture due to direct exposure to guest feedback and formal training, while departments such as maintenance and kitchen services remained on the periphery of the communication network.
This finding highlights a gap in internal marketing, as described by Ahmed and Rafiq (2003), which argues that employees must be treated as internal customers. Only when all staff members are equally informed and involved can a consistent service culture be achieved. The lack of targeted support for non-customer-facing roles limited their buy-in to the rebranding.
Furthermore, the study aligns with Armenakis and Harris’s (2009) five key change messages: discrepancy, efficacy, principal support, appropriateness, and personal valence. Although the hotel improved in communicating support and appropriateness by 2025, earlier shortcomings in conveying discrepancy (why the change was needed) and personal valence (how it benefits each employee) may have left lasting emotional resistance among some staff.
From a practical perspective, the hotel could benefit from applying Kotter’s (1996) change model more consistently. For example, by establishing cross-functional rebranding champions or "cultural ambassadors," the brand values could be better cascaded across all employee levels, reinforcing collaboration and reducing division.

[bookmark: _Toc200637216]Objective 3: To explore how guests and stakeholders perceive the rebrand and its implications for brand loyalty and performance
Guests responded positively to the rebranding in terms of physical appearance, digital amenities, and operational speed. However, a recurring concern was the diminished warmth and personal connection once associated with the Marriott brand. This duality highlights the distinction made by Kandampully and Suhartanto (2000) between functional service quality (tangible benefits) and emotional service quality (relationship building). A strong rebrand must deliver both to achieve sustained guest loyalty.
This issue is particularly relevant in post-COVID hospitality, where self-service and contactless options are increasingly expected (Wirtz, Zeithaml and Gistri, 2020), yet human interaction remains a competitive differentiator in emotional guest satisfaction (Pizam, 2020). Delta’s efficiency-first model achieved functional objectives but arguably sacrificed aspects of personalised service, an element that Gilmore and Pine (2007) describe as essential to the "experience economy."
The netnographic review of online guest feedback further underscores the risk of brand incongruity, where visual and operational updates are not matched by consistent service experiences. As Merrilees and Miller (2008) suggest, rebranding is not merely a change of signage or layout it must realign all stakeholder expectations, including those of returning guests accustomed to the previous Marriott style.
The findings also resonate with Kimpakorn and Tocquer’s (2010) study on internal branding, which stresses that staff behaviour is integral to external brand perceptions. If employees do not embody brand values consistently, even well-designed rebrands may falter. For Delta, this implies that restoring emotional engagement must be part of the next strategic phase, especially for guest segments that prioritise hospitality over automation.

[bookmark: _Toc200637217]Cross-Cutting Theme: ESG Integration and Organisational Credibility
The inclusion of sustainability practices was one of the more successful aspects of the rebranding. Aligned with Marriott’s global Serve 360 ESG strategy (Marriott International, 2024), the hotel’s eco-friendly upgrades enhanced its credibility and demonstrated commitment to social responsibility. From a stakeholder perspective, this addressed a growing demand for environmental awareness in hospitality, particularly among younger travellers and corporate clients (Sartori et al., 2018).
Yet the implementation was not without flaws. Motion-sensor lighting malfunctions and guest apathy toward towel reuse highlighted the operational challenges of integrating sustainability meaningfully. As Font and Lynes (2018) note, greenwashing becomes a risk when symbolic efforts are not backed by measurable outcomes or genuine behavioural change.
Still, the move toward sustainability had a positive impact on employee morale. When staff feel aligned with broader ethical missions, they are more likely to experience job satisfaction and organisational pride (Baum, 2007). For Delta, this presents an opportunity to build a unique brand identity that fuses efficiency with ethical purpose, a combination increasingly valued in today’s competitive landscape.





[bookmark: _Toc200637218]Implications for the Hotel and the Hospitality Industry
The findings from this research provide a few strategic and theoretical implications. Firstly, they demonstrate that aesthetic and digital transformation alone are insufficient for a successful rebrand. Without simultaneous cultural integration and staff emotional alignment, a rebranding may result in operational disconnection or employee disengagement. As shown by Balmer and Greyser (2006), organisational identity and strategic vision must move in tandem, particularly in industries rooted in human experience.
Secondly, the study reaffirms the critical role of communication and inclusive change management. Staff engagement cannot be retrofitted after changes have been made; it must be embedded from the outset. The hotel’s use of staff forums and feedback loops in 2025 was a step forward, but earlier efforts would have reduced the resistance observed in 2023.
Thirdly, the research highlights that brand loyalty is holistic, encompassing aesthetics, functionality, and emotional resonance. If even one dimension is uncoordinated, guests may experience cognitive dissonance and reduce repeat visits. This reinforces the importance of maintaining a balance between technological innovation and genuine human service.
Lastly, integrating ESG initiatives into the brand identity can provide long-term reputational and operational benefits. However, these initiatives must be more than symbolic; they must be measurable, authentic, and supported by both guests and staff. The findings suggest that when executed thoughtfully, ESG integration can foster both external credibility and internal commitment.













[bookmark: _Toc200637219]Chapter 5: Conclusion
This research project investigated the impact of organisational rebranding on employee experience and operational performance, using Delta Hotels by Marriott Bristol City Centre as a case study. Through a qualitative analysis of two distinct 10-week placement periods (April–July 2023 and January–March 2025), supported by netnographic review and academic literature, the study examined how the transition from Marriott to Delta by Marriott influenced the internal and external dynamics of hotel operations. The research addressed three core objectives: understanding how employee roles and satisfaction were affected, evaluating the effectiveness of internal communication and cultural integration, and assessing how guests and stakeholders perceived the rebranding.
One of the most observable aspects of the rebrand was the physical and technological transformation of the hotel. From 2023 to 2025, the hotel underwent extensive renovations, introducing smart systems, modular furnishings, and sustainability measures aligned with Marriott’s Serve 360 ESG agenda (Marriott International, 2024). These changes were not merely cosmetic; they signified a deeper shift towards operational efficiency and guest autonomy, in line with industry-wide trends in automation and self-service (Wirtz, Zeithaml and Gistri, 2020). The upgrades improved operational flow, reduced reliance on labour-intensive tasks, and created a visually modern environment that appealed to business and leisure travellers alike.
However, the technological and aesthetic transformation also redefined the roles and experiences of employees. Traditional hospitality roles centred around high-touch, emotionally engaging service gave way to hybridised, multi-functional positions that prioritised system navigation and operational efficiency. While newer staff appeared to embrace these changes, long-serving employees expressed feelings of detachment and role dilution. This tension aligns with Lashley’s (2009) assertion that emotional labour is central to employee identity and satisfaction in hospitality work. The transition revealed a cultural mismatch between the brand’s new operational focus and the legacy expectations of its staff.
Internal communication played a pivotal role in shaping how these changes were perceived and adopted. In 2023, the lack of structured communication contributed to confusion, speculation, and resistance. By 2025, the introduction of team meetings, feedback surveys, and brand training helped to improve transparency and staff engagement. Yet, disparities remained particularly between front-of-house and support teams, highlighting that effective communication must be multidirectional to foster true inclusivity (Brower, Abolafia and Carr, 2000). The research confirmed Armenakis and Harris’s (2009) view that successful change management depends not only on top-down directives but also on participatory processes that validate employee contributions.
The study also examined how guests responded to the rebranding. Feedback suggested that while most guests appreciated the modern facilities and smoother service delivery, many missed the emotional warmth and personalised touch that characterised the Marriott brand. This outcome echoes Kandampully and Suhartanto’s (2000) dual-component model of customer loyalty, which identifies both functional satisfaction and emotional engagement as essential to long-term loyalty. Although Delta’s rebranding succeeded in delivering convenience and consistency, it risked alienating guests who valued relational service.
Another important development was the integration of sustainability and ESG initiatives. The hotel adopted several environmentally conscious practices, such as waste segregation and water-saving fixtures, alongside training to align staff with Marriott’s Serve 360 ESG values. These measures were generally well-received by employees and added a sense of purpose to their roles; however, operational inconsistencies and limited guest compliance highlighted the challenges of implementing sustainability in practice (Font and Lynes, 2018). Nonetheless, the move towards green hospitality positioned Delta as a forward-thinking brand attuned to evolving consumer expectations post-COVID (Sartori et al., 2018).
From an academic standpoint, this study reinforces the complexity of organisational rebranding, particularly in service-based industries like hospitality, where both employee and guest perceptions are integral to success. The findings highlight the interconnected nature of brand identity, culture, communication, and performance. While the physical transformation of Delta Hotels by Marriott Bristol City Centre was largely effective, the internal cultural shift lagged, revealing a gap between visual rebranding and deeper organisational change.
In summary, the research has provided valuable insights into the dual impacts of rebranding external (guest satisfaction and brand perception) and internal (employee roles and engagement). It has been shown that while visible upgrades and operational improvements are essential for market repositioning, the human element must not be overlooked. Emotional labour, cultural integration, and transparent communication remain vital to ensuring staff engagement and guest loyalty in the long term. The Delta case demonstrates that a rebranding strategy must be holistic, embedding values and vision into every layer of the organisation, from the lobby to the laundry room.
The conclusion affirms that rebranding is not a one-time project but an ongoing process that requires continuous alignment between identity, behaviour, and perception. It offers a cautionary reminder that in the pursuit of modernisation and efficiency, hospitality brands must also invest in their people, ensuring that staff feel valued, empowered, and aligned with the brand ethos. Only then can a rebrand deliver sustained performance improvements, operational coherence, and meaningful guest experiences.







[bookmark: _Toc200637220]5.1 Recommendations and Practical Strategies
Following the in-depth analysis of Delta Hotels by Marriott Bristol City Centre’s rebranding journey, several practical recommendations are proposed to address the observed challenges and optimise future performance. These are structured around the three research objectives: enhancing employee experience, strengthening internal communication and culture, and improving guest engagement and loyalty.

[bookmark: _Toc200637221]1. Strengthen Employee Engagement and Role Clarity through Tailored Training
The findings revealed a disconnect between evolving job roles and staff readiness, particularly among long-serving employees. To address this, Delta should introduce a more targeted and phased training programme that accounts for differing experience levels and departmental needs.
· Custom induction tracks should be created for legacy staff versus new hires, recognising that emotional labour and identity anchoring are more prominent among long-tenured employees (Lashley, 2009).
· Emphasis should be placed on soft skills in a digital environment, for instance, how to maintain personal warmth while guiding guests through automated systems.
· Cross-training staff in hybrid roles can improve flexibility while reducing the stress of being replaced by machines (Grönroos, 2007).
In addition to formal training, Delta should establish a peer mentorship scheme where staff who have successfully adapted to new roles can support those still adjusting. This creates a shared learning culture and reinforces commitment to the rebrand.

[bookmark: _Toc200637222]2. Implement Departmental Change Ambassadors
Although general communication improved by 2025, inconsistencies remained between customer-facing and support teams. To bridge this divide, Delta should appoint “change ambassadors” or “brand champions” in each department, responsible for:
· Communicating changes in real-time.
· Facilitating feedback loops within teams.
· Relaying departmental concerns to senior leadership.
These ambassadors can help cascade the brand vision, ensuring every staff member feels included in the rebranding journey. This aligns with Kotter’s (1996) concept of forming a “guiding coalition” to champion change at every level.

[bookmark: _Toc200637223]3. Establish a Continuous Feedback and Recognition System
To maintain staff engagement, especially in a more automated setting, a transparent recognition programme should be introduced. This might include:
· Monthly “Values in Action” awards based on brand-aligned behaviours.
· Regular “Pulse Surveys” to track morale and identify pain points.
· A digital feedback dashboard allowing two-way communication between staff and management.
Such systems not only support ongoing cultural integration but also align with internal branding principles (King and Grace, 2008), reinforcing that employees are vital carriers of the brand identity.

[bookmark: _Toc200637224]4. Rebalance Technology and Human Interaction for Guest Experience
The findings highlighted that while guests appreciated efficiency, many missed the human touch. To restore emotional engagement without compromising automation:
· Staff should be trained to identify “guest emotional moments”, such as arrivals, birthdays, or complaints, where personalised interaction is most valued.
· Introduce rotating “Guest Concierge” shifts among front-of-house staff, focused specifically on creating memorable experiences beyond system-based service.
· Encourage proactive personalisation through CRM software e.g., remembering guest preferences or offering tailored recommendations during check-in.
This strategy is supported by Kandampully and Suhartanto (2000), who argue that lasting loyalty stems from both operational and emotional satisfaction.

[bookmark: _Toc200637225]5. Expand Sustainability Training and Visibility
The integration of Marriott’s Serve 360 ESG practices was a positive development, but awareness and impact were inconsistent. To enhance effectiveness:
· Develop interactive training modules on sustainability, explaining not just what to do, but why it matters.
· Assign “Sustainability Leads” in each department to promote best practices and monitor adoption.
· Increase guest-facing communication about green initiatives through digital screens, room signage, and the booking process, turning ESG compliance into a competitive brand narrative (Sartori et al., 2018).
Staff involvement in sustainability decisions (e.g. choosing local suppliers or improving recycling protocols) can also boost morale and foster a sense of collective purpose (Baum, 2007).

[bookmark: _Toc200637226]6. Formalise Guest Feedback as a Strategic Insight Tool
While online reviews and surveys were referenced in the rebranding journey, there is scope to transform feedback into actionable service innovation:
· Install an AI-powered guest sentiment tracker to analyse reviews across platforms and generate monthly insight reports.
· Host bi-monthly “Voice of the Guest” meetings, where staff teams review feedback together and co-create service enhancements.
· Develop guest journey maps highlighting both high-efficiency and high-emotion touchpoints, ensuring consistency in brand delivery.
This aligns with Merrilees and Miller’s (2008) advice that rebranding must be experiential, not just structural.

[bookmark: _Toc200637227]7. Introduce Post-Rebranding Evaluation Metrics
Finally, to ensure continued alignment with brand goals, Delta should implement a structured post-rebranding audit process, covering:
· Staff satisfaction (via turnover rates, internal surveys, and exit interviews).
· Guest satisfaction (via Net Promoter Score and review sentiment).
· Operational KPIs (e.g., check-in time, complaint resolution speed).
· Cultural alignment (via periodic brand value assessments).
Annual evaluations could be benchmarked against other Delta properties or competing hotels in the region to identify strengths and areas for improvement (Pizam, 2020).





[bookmark: _Toc200637228]5.2 Conclusion of Recommendations

Delta Hotels by Marriott Bristol City Centre has made substantial progress in transforming its infrastructure, brand perception, and service delivery model. However, long-term success depends on deepening internal alignment, restoring human connection, and embedding sustainability and feedback systems as strategic priorities. As Mullins and Christy (2021) argue, aligning organisational change with human behaviour is critical to ensuring that strategic reforms are embedded into day-to-day operations. By implementing the above recommendations, the hotel can create a more resilient, emotionally resonant, and future-ready operation that lives up to both the Delta brand and its legacy as part of Marriott International.
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