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1.0 Executive Summary
This report provides a detailed critical analysis of Marriott’s implementation of Homes and Villas to compete in the sharing economy to rival Airbnb amidst the impact that the sharing economy has had on the hotel industry. The critical analysis utilises several theories and academic texts to help support conclusions made, as well as discussion into reasons why the change was initiated by Marriott. The conclusions drawn in the report are that the change was effective by Marriott, although has not yet had time to see the full impact due to Covid-19 although is a good opportunity for Marriott once travel restrictions are lifted and customers may prefer staying in home rentals as opposed to crowded hotels. Another conclusion is that the change was emergent and perhaps without the rise of the sharing economy especially with Airbnb would not have been an area Marriott would have entered however to stay competitive needed to react. There is still progress to be made to make the change stick and with the global vaccination progress firmly underway Marriott will be hoping that Homes and Villas can properly take off once countries begin to move back to a form of normality. 
2.0 Introduction 
This report will provide an application of a case study of the change that Marriott have recently undertaken by launching their ‘Homes and Villas’ home rental service due to consumer demands changing partly down to the rise of the sharing economy in the tourism industry, in particularly the impact Airbnb has had on the hotel industry.  The aim of the report is to critically evaluate the change management case study, as well as discussing reasons for the change, the impact the sharing economy has had on the hotel industry through Airbnb, and the application of key change management theories to support conclusions reached. The objectives of the report are:
· To critically analyse the introduction of Homes and Villas by Marriott and provide the reasons for the change.
· To utilise academic change management theories to support conclusions made and provide context of the case study.
· To assess the impact the sharing economy has had on the tourism industry with a specific focus on Airbnb and the hotel industry.
· To provide recommendations on the change for the future of Homes and Villas by Marriott.
Before the report can commence it is important to identify some key definitions regarding change management. According to McCalman et al (2015) managing change is about “evaluating, planning and implementing operational, tactical and strategic journeys”. Cameron and Green (2019) on the other hand argue that perhaps change cannot be planned and that “maybe something unpredictable could spark a change, which then spreads in a natural way”. Jones (2013) also identified that change management is a “product of multiple disciplines and practices that have emerged in response to business change needs over the course of the modern business era” emphasising that change management is reactive to other external changes which sometimes are not planned. For tourism organisations, change is essential to keep up with consumer demands and to stay competitive. Another key aspect of change that tourism organisations need in such a turbulent sector is resilience, which came “relatively late to tourism as a term with no significant growth in use of the term as a keyword until the 2000’s”. Hall et al (2017). Marriott as well as other hotels have had to be resilient to combat the impact on the hotel industry by the rise of Airbnb and the sharing economy which will be discussed further in this report. 
3.0 Research Methodology
Various secondary research methods will be used in the report which include relevant theories, peer reviewed journal articles, reliable news articles, e-books, and textbooks to provide a wide scope of research to provide a well-informed report as well as supporting conclusions made and enable the researcher to critically analyse the change discussed in the report. The researcher will apply both Kotter’s eight step process for leading change model and Lewin’s 3 step model to the change to help critically analyse it as well as theory from key academics in change management. 
4.0 Main Findings
4.1 An introduction to Marriott and the change: Homes and Villas by Marriott
Marriott International are one of the leading hotel companies worldwide and in accordance with the graph in A1 by Statista (2021) Marriott gained $10.57 billion in revenue in 2020, which was down from $20.97 billion in 2019. Homes and Villas by Marriott was introduced in 2019 with an aim to counter the various impacts on the industry by launching new opportunities for Marriott, and “to meet the growing demand for home rentals in popular destinations”. Westerman (2021). In Marriott’s annual report (2019) the main competitors are acknowledged, and it is stated that “each of our hotel brands and our home rental offering competes with major hotel chains, regional hotel chains, independent hotels, and home sharing and rental services” and with the risk of home sharing impacted the industry this is the major reason for the change, and this will be further discussed later in the report. Jelski (2019) speculated that the introduction of Homes and Villas adds “more than 40 new leisure destinations to Marriott’s footprint, giving the hotel giant a presence in traditional vacation markets such as Sorrento and Italy’s Amalfi Coast, North Lake Tahoe, Calif and St Barts in the Caribbean”. 
The impact of the COVID-19 pandemic in 2020 put a stall on the tourism industry and risked Homes and Villas potentially being dropped by Marriott, however, Hinote (2021) points out that Marriott International grew their inventory 160 percent in 2020, and currently has over 20,000 homes in 240 destinations. 
Seel (2000) communicated that “organisation culture is the emergent result of the continuing negotiations about values, meanings and proprieties between the members of that organisation and with its environment” and although this was over twenty years ago, Seel’s argument still stands. In accordance with Marriott’s website one of Marriott’s core values is to embrace change, and so for the culture of the organisation, the introduction of Homes and Villas will not have been too much of a surprise to those employees within the organisation who are expected to accept change in their job as part of the workplace culture. 
4.2 Discussion and analysis of key factors and drivers of change
4.3 Rise of the sharing economy and Airbnb
There are several external reasons for the change which include the rise of the sharing economy and the competitive environment as well as consumer’s shifting travel demands. Geissinger et al (2020) assert that “the sharing economy generates abundance by enabling access to underutilized assets and by lowering transaction costs, thus facilitating exchanges via a platform logic which in turn enables unprecedented scalability”. The underutilized assets can be ‘shared’ more easily with social media platforms and without the advancements of technologies the sharing economy would not have thrived. John (2016) exemplified that “as well as being digital, sharing economies- at least at the declarative level- strive to replace the functional, cold and impersonal relations engendered by capitalism with ties of trust and a sense of community and authenticity” and the sense of community and booking a hotel room with a local person rather than a global chain may appeal more to some. 
The sharing economy is a wide matter not just impacting tourism; however, it is evident that the impact the sharing economy has had on the tourism industry has been immense and has forced organisations into changing to avoid falling behind other organisations, in particularly the hotel industry through the rise of Airbnb since the organisations invention in 2008. Guttentag (2015) stated that “given its disruptive potential, Airbnb’s rise is of great significance for the traditional tourism accommodation sector”. The impact that Airbnb has had on the industry was also discussed by Oskam (2019) who articulated that “Airbnb is often regarded as the most emblematic manifestation of the sharing economy” and with the Marriott entering the home rental business this highlights the threat Airbnb poses to the industry. Karmin (2019), although organisations have only recently begun viewing Airbnb’s competition as a serious threat. Zervas (2017). Until Homes and Villas, many of the traditional counters to online competitors consisted of improving customer loyalty programmes. Hancock (2019), although Homes and Villas incorporates both the online presence as well as offering loyalty programmes through the Marriott Bonvoy rewards programme which is linked to Homes and Villas.
Thau (2019) discussed the change introduced by Marriott and stated that “as home rental players encroach on its business, the legacy hotel giant is fighting back with vetted, loyalty points earning, premium properties to woo today’s sharing economy touched travellers”.  This is also emphasised by Rogers (2019) who stated that Marriott are “sure it can steal a march on rival Airbnb through offering premium home rentals from Marriott who are a trusted travel company tied into loyalty benefits”. Entering the home rental market where Airbnb are so prevalent is a bold move by Marriott, and Rogers (2019) also discussed that “the problem is that no sooner does the hotel mega chain make a move than news emerges Airbnb is poised to launch what it describes as a new category of urban lodging.” Another factor which Serati (2019) identified was that one area Marriott are unable to compete with Airbnb is price, although it could be argued that Homes and Villa’s is offering a more premium product and so pricing is not as much of an issue as Serati articulated. 
Sundararajan (2016) insinuated that the rise of the sharing economy has also been partly down to digitisation which has led to trust being built through brand recognition. Platforms such as Airbnb where brand recognition is a powerful factor has helped shape the growth. There is also the argument that Marriott being a powerhouse in the hotel industry has excellent brand recognition which could convert to the home rental market quite successfully with Homes and Villas. It could also be argued that Marriott’s change into the home rental market is better for the environment, as “renting, rather than owning uses fewer products more efficiently among a wider group of people, which is in turn good for the environment” Sundararajan (2016).
In a report commissioned by HVS (2015) specifically looking at New York, it is predicted that hotels lose roughly $450 million in direct revenue per year to Airbnb, as well as approximately $1 billion in new development investments. Although the focus of the report is on New York, it gives a good understanding of the impact not just in New York but also worldwide. 
Airbnb is not an entirely negative introduction to the travel industry it must be said. Sundararajan (2016) highlighted that “the gift aspect of Airbnb exchange changes our behaviours. Hosts often go out of their way to make guests feel at home by providing myriad extras”. Sundararajan (2016) also emphasised that guests go out of their way to clean Airbnb facilities once done, as opposed to often leaving hotel rooms in a worse state. This could be one potential positive for Homes and Villas, although, Airbnb has that personal element whereas booking a Homes and Villas is tied to a giant organisation. Lehane is cited by Doggrell (2020) stating that “with travel and tourism growing faster than most of the rest of the economy, it is critical that as many people as possible are benefitting, and right now all tourism is created equal. To democratise the benefits of travel, Airbnb offers a healthy alternative to the mass travel that has plagued cities for decades”. The rise of Airbnb has also impacted consumers attitudes as there are now more affordable options, which means that consumers are starting to book elsewhere.  
4.4 Emergent change and the role of the change agent
The introduction of Homes and Villas by Marriott was an emergent change reaction to the needs of both the consumer and the competitive situation the organisation is currently in. Burnes (2004) stated that “the idea that planned and emergent changes are competing approaches, rather than complementary, is contestable” and although the change was emergent, there is elements that needed planning and a pilot of Homes and Villas was launched first before fully launching in 2019.
The role of the change agent is vital in the change management process. Specht et al (2018) understood that “change agents sponsor and promote change initiatives in organisations, actively construct their environment, and act as a catalyst in convincing their organisations to support a social issue”. Caldwell (2003) devised the change agency model that Caldwell states “reaffirm the significance of the multifaceted and complex roles change agents perform in organisational change”. The four types of change agencies models are leadership models, management models, consultancy models and team models and different organisations choose different approaches and in the Marriott’s case it could be argued that a varied approach was used, and one criticism of Caldwell’s model is that it does not take into account that organisations might use different models for different phases of the change process, as although the leadership model which is where the senior management are responsible for delivering the change was used initially by Marriott, it is evident that a team model was used also to ensure that the change was handled efficiently and to the standards required with a coalition formed with other organisations being a part of the change. By implementing internal methods which were a team model and leadership model at different stages of the change process, it enabled Marriott to get the best results as working as a team would have allowed more ideas to be integrated into the plan set out by the leadership, however, by utilizing the consultancy model then they would have been able to have gained an outside in perspective. 
4.5 Resistance to the Change
Canning (2015) stated that “employees do not actually resist change itself, but rather, resist the perceived effects of the change”. There has been some vocal resistance and disdain to the change introduced from Marriott hotel owners which are a key player stakeholder. One Marriott hotel owner talking to Skift (2019) expressed concerns about the change stating that “A lot of owners are upset about Marriott’s growth” because “they’ve been cannibalizing a number of markets or many markets by opening more and more hotels. They’re eating their young.” Although this is likely to be an issue not just faced by Marriott but also Airbnb and other home rental organisations, to balance pleasing the owners as well as the customers.  Other resistance to Homes and Villas by Marriott in accordance with an article published by Hotel Mogel Consulting (2019) insinuates that the move by Marriott will not stop Airbnb’s growth but instead broaden their acceptance across society through all age groups, as well as damage legislations that are currently in place to stop Airbnb which would enable damage limitation for Marriott, at the expense of the hotel organisations that do not enter the home rental market. 
“Several cities around the world have expressed concerns that platforms such as Airbnb stand as unfair competitors to hotels and can turn some neighbourhoods into sterile, tourist-only zones.” Marketline (2019). It is vital then that Marriott are careful not to bring the same backlash on themselves. With the corporate culture in Marriott having an emphasis on embracing change, this means that those employed are expected to not only accept change but also to incorporate it successfully. Marriott through their official website claim that they are “driven to continually challenge the status quo and anticipate our customers’ changing needs with new brands, new global locations and new guest experiences” and this is exactly the case with Homes and Villas, where they are keeping up with changing customer needs, entering new global locations and creating new guest experiences. 
 Kirsch et al (2011) stated that “the responsiveness of the unit or team might be impacted by power distance”, and that “in high power distance culture employees are more willing to accept the power difference and therefore to accept orders from supervisors without challenging or questioning them. This reduces the amount of time and effort needed to be spent on selling certain actions and increases the speed of implementation”. Due to there not being much publicised internal resistance to the change, it could be the case that those working in the organisation accepted the power difference from the ‘key player’ stakeholders as discussed in Mendelow’s power interest matrix (1981) which are the shareholders and executives.  
Kotter (1995) devised the 8-step change model which recommends “eight accelerators which are fundamental processes that enable the strategy network to function well”. Cameron and Green (2019). The first step Kotter implemented was to create urgency. Kotter et al (2011) reemphasised Kotter’s (1995) statement that “most successful change efforts begin when some individuals or some groups start to look hard at a company’s competitive situation, market position, technological trends and financial performance”. This was understood by Marriott with the introduction of Homes and Villas which exhibits how Marriott looked hard at the competitive situation as well as market position, keep up with technological and consumer trends and increase financial performance before deciding to enter the home rental market for several reasons. It could be argued that in the case of Homes and Villa’s urgency for the change was lacking and Marriott took their time before entering the home rental market to compete with Airbnb.  
Kotter (1995) believed that some organisations face challenges in the first step of the model and that “sometimes executives underestimate how hard it can be to drive people out of their comfort zones”. The corporate culture of embracing change means that employees are expected to accept change urgently. Kotter (2008) later discussed that “in a turbulent era, when new competitors or political problems might emerge at any time, when technology is changing everything, both the business-as-usual behaviour associated with complacency and the running-in-circles behaviour associated with a false sense of urgency are increasingly dangerous” and had Marriott not reacted to the change and entered a new market it show complacency in not recognising the threat of Airbnb and the sharing economy. 
The next step is to form a powerful coalition to get as many people on board with the change as possible to help build a case. Tattersall (2020) discussing coalitions state that they are a “dynamic and potent strategy capable of achieving social change and expanding the power of the organizations that participate in them”. The Homes and Villas project is a collaborative effort between Marriott as well as property management companies like LaCure, TurnKey and Loyd & Townsend Rose which gives the change more credibility, as well as a partnership with Bookingpal to help sell the packages online. The third step initiated by Kotter is to create a vision for change. Gill (2003) stated that “a shared vision is key to successful change”. Gill (2003) also discussed how “the leadership of successful change requires vision, strategy, the development of a culture of sustainable shared values that support the vision and strategy for change, and empowering, motivating and inspiring those who are involved or affected”. The vision of Homes and Villas was constructed due to the growth of Airbnb and was a strategic move by Marriott to stay competitive which had a clear vision in mind during the change process. 
Gleeson (2017) deliberated that “the communication of the change vision must be done early, often and through every means possible”. The next step in the model requires communicating the vision, and in the introduction of Homes and Villas communication to the key player stakeholders took place early in the process for Marriott to ensure that they were on board and understood the vision, as well as others involved to understand their roles and what will change. Forsyth (2012) portrayed that “how communication is handled in general as much as in the face of change is dependent on the style of the individual managers and executives that, in turn, is influenced by the prevailing culture within the organization”. With the culture within Marriott being one that expects change, then there will be less explanations needed as to why Marriott are making the change, but more towards communicating how to best implement the change. Kotter also saw empowering action as one of the key steps, and Gleeson (2017) acknowledged that “the first phase of winning the change fight is to empower the team and enlist as much participation as possible at all levels”. It was vital before the change began that obstacles were removed which could have been concerns from some within the organisation, however, with a successful trial of Homes and Villas this led to it being launched permanently shortly after.  It is also vital at this stage that those who may have been unsure about the change are now on board to ensure that this is not an issue going forward with the change process. At this stage, the homeowners that were unsure at first as well as the key stakeholders must be on board so there are no obstacles for Marriott to face. Once the empowering action step is complete, it is then important to create quick wins which is the next step in the model. This involves ensuring that the change is a success at the beginning to ensure that it gains a good reputation early on. Instead of launching immediately, the idea to trial Homes and Villas in select destinations gave Marriott the confidence to go ahead with the project after deeming Homes and Villas a success and ensuring that the change hits the ground running will help derail any criticisms of the project but also provide Marriott with momentum which can subsequently provide further growth of Homes and Villas. Cameron and Green (2019) described the need for quick wins as “it’s important for the network to advertise successes as it helps with their own motivation and supports wider buy-in to the dual system”. If a change starts badly then those cynics will feel that they were right and be more vocal, however if the change starts with quick wins, then they are likely to get on board. It could be argued that Marriott are still currently at the next step, which is to build on the change, as there is a lot of room for growth and due to the pandemic, it has restricted Marriott in building on the change and instead having to focus on the finances of the organisation. This step is focused on sustaining the implementation and ensuring that teams are working towards the change and reviewing the progress. After creating the quick wins, it is important not to get complacent. After the initial trial, there were elements that Marriott changed such as property development companies which they felt could operate globally and so by building on the change has helped them expand at a faster pace into more countries. To ensure that Marriott are competing with Airbnb they need to make sure that there is an effective plan in place to make the change stick which is the final step in Kotter’s model. It is important that all staff working on Homes and Villas are working towards the same goal and if not identifying who is hindering the further development and hiring those with a vision like the organisation. Training and development need to be focused on progression and dependant on the success of the change process more expansion into other areas is vital to ensure that the Homes and Villas brand gains the same status that Airbnb has. 
Lewin (1947) devised the three-step model which is still relevant today in change management. Lewin concluded that there is a three-step process to be carried out for a change to be deemed a success and this involves unfreezing, changing, and freezing. There has been appraisal even recently regarding Lewin’s model. Burnes (2004) emphasised how the model is “still relevant to the modern world” and Crosby (2020) stated that Lewin’s approach to planned change is “both practical and reliable” even this long after it was first introduced. The first step is the unfreeze process which gets the organisation ready to implement the change. The implementation of Homes and Villas was carried out once Marriott were ready and felt that the change was a feasible option and would not hinder other elements of the organisation. The unfreeze process allowed Marriott to establish the reasons for the change such as the rise of the sharing economy and consumer shifts, as well as communicate with stakeholders prior to the change process which is the next step. Once the change is passed the unfreeze process it allows the change process to go ahead and for the organisation to execute a well thought out plan which for the Marriott was vital to ensure that the introduction of Homes and Villas was successful. This step could also be seen as an evaluation period and for trial-and-error, which as mentioned previously the trials of Homes and Villas provided Marriott with the experience to know what worked and what needed further changes before entering the refreeze process where everything is as it should be, and the change has been integrated fully into the organisational culture. It could be speculated that with the ever-changing business environment, the freeze step is slightly outdated as organisations are constantly having to change to keep up with the modern times and not freeze the change process as they need to constantly look at ways to adapt. Kotter’s 8 step model is much more detailed and offers a more precise look at the change process, although both are effective when analysing the change management process and evaluating what steps are required before a change can be successfully implemented. 
5.0 Limitations
There are a few limitations that were encountered when this report was produced that must be considered. One is that due to the pandemic putting a halt on the tourism industry this means that Homes and Villas was unable to thrive in its first full year open and subsequently there is a lack of statistics on Homes and Villas, although this will likely not be the case once travel restrictions are lifted. Another limitation is that there is not much evidence of internal resistance to change, and although it could be down to many being on board with the change as expected by Marriott’s culture, there is a lack of internal resistance to change publicised. 
6.0 Recommendations
There are several recommendations to be made which are realistic and feasible for the Marriott to continue to develop the change process. Although the change has already taken place, there are actions that Marriott can take to see further benefits from the introduction of Homes and Villas and for the change to be deemed a success which can be seen below.
· Continue to assess the impact of the sharing economy on the hotel industry and look at higher end markets to distinguish Homes and Villas from Airbnb to provide a more unique service. This will result in a healthier marketplace and help associate Marriott with a better experience for guests. 
· Ensure that Marriott avoid falling under the same criticisms that Airbnb have regarding dismantling the hotel industry completely, avoid legal issues with destinations governments and make sure that Marriott keep a big emphasis on their hotels also.
· The use of Lewin’s three step model for future change implementation, so if changes are needed to be made to Homes and Villas then utilising the unfreeze, change then refreeze will help make sure that all areas are covered as well as using Kotters more detailed model. 
7.0 Conclusion
The change carried out by Marriott was a bold move away from Marriott’s typical projects into the holiday home rental industry and the rise of the sharing economy has meant that home rentals are changing the way consumers travel and Marriott have witnessed the rapid growth of Airbnb which has led to changes being made to counter the threat. It is evident that the sharing economy is appealing to consumers, not just through price but also accessibility and so it is vital that hotel chains continue to assess the situation and follow Marriot’s proactive response with the emergent change. The report has highlighted reasons for the change as well as analysed the change process and it is vital that Marriott are careful to separate Homes and Villas from Airbnb and offer a slightly different service to help distinguish the brand, and as travel restrictions are lifted there could be more demand for holiday home rentals as opposed to hotels as people can be on their own in a contained environment as opposed to a busy hotel. The impact that Covid-19 has had meant that the change was stalled however there will likely be a demand for Homes and Villas by Marriott with the global vaccination process underway which is a positive sign for the future. The effectiveness of the change is yet to be seen entirely however it has provided Marriott the opportunity to compete in the sharing economy and rival Airbnb but also offer more opportunities for Marriott to profit from and build their global identity. As change is embraced in the organisational culture at Marriott, there was not much internal resistance to change through the secondary research carried out however perhaps if primary research such as interviews were carried out this would have changed and given a Marriott employees perspective. For the future of the hotel industry it is important that other hotels recognise the threat and strategically plan ways to combat the continued rise in the sharing economy which is taking customers away from the big chains and Marriott have clearly taken a big step in not only recognising the threat but also embracing it and finding a solution with Homes and Villas which will only continue to grow as the sharing economy continues to do so.
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