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Executive Summary
This report provides a critical analysis of Marriott International, focusing on its organisational structure, culture, strategic direction, and change initiatives. The analysis is underpinned by management theories such as Mintzberg’s Organisational Structure, Schein’s Cultural Model, Kotter’s Change Model, and Porter’s Competitive Strategy. It evaluates how Marriott’s decentralised approach impacts its global operations and leadership effectiveness, how its culture fosters employee engagement, and how its change management strategies have influenced its adaptability in a dynamic hospitality environment. Recommendations are provided to enhance Marriott’s organisational efficiency, competitive positioning, and long-term growth strategy.
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1.Introduction
Founded in 1927, Marriott International is one of the world's leading hospitality companies, with over 9,000 properties spanning 144 countries (Marriott International, 2024a). Its diverse portfolio ranges from luxury brands such as The Ritz-Carlton and St. Regis to midscale offerings like Courtyard by Marriott (Marriott International, 2024b). Marriott’s hybrid organisational structure—blending functional and regional elements—enables operational efficiency while allowing for local market adaptability (Mintzberg, 1979).
This report critically examines Marriott’s organisational framework, culture, and strategic direction, assessing its competitive positioning alongside Hilton Hotels & Resorts and Accor. It explores Marriott’s employee-focused culture through Schein’s (2010) Organisational Culture Model and contrasts it with Hilton’s customer-first strategy and Accor’s innovation-driven approach. The company’s change management efforts—particularly in digital transformation and sustainability—are evaluated using Kotter’s Change Model (Kotter, 1996) and benchmarked against Hilton’s AI-driven automation and Accor’s leadership in environmental sustainability. Finally, the report presents strategic recommendations for Marriott to enhance its market position through technological advancements, sustainability initiatives, and workforce development.










2. Organisational Structure, Culture, and Goals
2.1 Organisational Structure
Marriott International operates under a hybrid organisational structure, which integrates functional and regional divisions to balance global consistency and local adaptability (Mintzberg, 1979). This structure allows the company to maintain brand uniformity across its 30+ hotel brands while enabling regional teams to tailor operations to local market conditions (Marriott International, 2024a). Marriott’s centralised decision-making ensures efficiency in areas like branding and customer service, while decentralisation allows for market-specific adjustments.
In contrast, Hilton Hotels & Resorts employs a functional structure, where key business functions such as marketing, finance, and operations are managed centrally (Hilton, 2023). While this ensures tight control over brand standards, it can sometimes limit flexibility in responding to regional market changes. On the other hand, Accor adopts a decentralised model, granting significant autonomy to regional and individual hotel managers (Accor, 2024). This allows Accor properties to rapidly implement market-specific initiatives, particularly in emerging markets where local cultural adaptation is essential. Compared to Hilton’s highly centralised structure and Accor’s regional autonomy, Marriott’s hybrid approach aims to strike a balance between standardisation and flexibility.
Marriott’s restructuring efforts in 2023 and 2024 focused on enhancing leadership roles, streamlining operations, and accelerating global growth (Marriott International, 2024b). 
2.2 Organisational Culture
Marriott’s corporate culture is deeply rooted in its five core values: putting people first, pursuing excellence, embracing change, acting with integrity, and serving the world (Marriott International, 2024c). The company has long been recognised as one of the best hospitality employers, with a strong focus on employee engagement, career development, and diversity initiatives (Schein, 2010). Marriott’s culture aligns with Schein’s Organisational Culture Model, which highlights visible artifacts (such as company policies), espoused values (like inclusivity and innovation), and underlying assumptions (such as a strong commitment to customer service).
Hilton, in comparison, fosters a customer-centric culture, prioritising guest experience and personalised service over employee engagement (Hilton, 2023). While it also invests in employee training, Hilton’s primary focus remains on maximising customer satisfaction through automation and digital solutions. Accor, on the other hand, champions innovation and sustainability, embedding eco-conscious practices into its corporate culture (Accor, 2024). Its Planet 21 initiative, which focuses on sustainable hospitality, sets it apart from both Marriott and Hilton in terms of environmental responsibility.
2.3 Organisational Goals
Marriott’s strategic goals focus on sustainable expansion, digital transformation, and service innovation (Marriott International, 2024d). The company aims to increase its global footprint by adding between 230,000 and 270,000 net rooms by 2025, expanding its portfolio to nearly 1.8 million rooms worldwide (Marriott International, 2024e). Its commitment to sustainability is evident in its goal to reduce carbon emissions, implement energy-efficient technology, and minimise water consumption across its properties (Marriott International, 2024f).
Hilton’s strategic goals, while also expansion-driven, are heavily focused on AI and automation, investing in self-check-in technology and AI-powered customer service tools (Hilton, 2023). In contrast, Accor’s strategy prioritises sustainability, with a target of achieving carbon neutrality across all properties by 2050 (Accor, 2024).
While all three competitors have ambitious goals, Marriott’s balanced approach across expansion, technology, and sustainability ensures a diversified competitive edge. However, to remain at the forefront, it must ensure that technological innovation and eco-conscious initiatives are given equal priority alongside expansion.





3. Recent Change Initiatives
3.1 Key Change Initiatives
Marriott International has undertaken several significant change initiatives in recent years, focusing on digital transformation, organisational restructuring, sustainability efforts, and expansion into midscale markets. A major initiative is its $1.2 billion investment in AI-driven technology, aimed at enhancing guest personalization, streamlining operations, and improving workforce efficiency (CIO Dive, 2024). This includes the integration of cloud-based property management systems and AI-powered predictive analytics to anticipate guest preferences.
In comparison, Hilton has been a pioneer in AI-driven guest services, introducing digital room keys, smart room features, and AI chatbots that provide 24/7 customer support and tailored recommendations (Hilton, 2023). Accor, on the other hand, has focused on smart hotel technology and robotic automation, implementing AI-powered housekeeping and voice-activated controls in select properties (Accor, 2024). While Marriott’s digital transformation aligns with industry trends, it lags behind Hilton in customer-facing AI adoption and Accor in hotel automation.
Another major shift for Marriott has been organisational restructuring, introduced in November 2024 to streamline operations and reduce costs by $90 million annually (midscale, 2024). This involved redefining leadership roles, merging overlapping business units, and optimising the global workforce. Hilton has similarly restructured operations, focusing on centralised decision-making and AI-driven workforce efficiency, while Accor has opted for a more decentralised model, giving local managers greater autonomy (Accor, 2024).
Sustainability is another critical area of change. Marriott’s Serve 360 platform focuses on carbon reduction, energy efficiency, and waste management, with a goal to cut carbon emissions by 30% and achieve net-zero status by 2050 (Marriott International, 2024c; Hotels Magazine, 2023). Hilton has set similar carbon neutrality goals, but Accor leads the industry with ambitious sustainability targets, including eliminating single-use plastics and integrating renewable energy across its properties (Accor, 2024).
Marriott’s expansion into the midscale market through its acquisition of City Express in 2023 is another significant shift, allowing the company to tap into budget-conscious travelers (Marriott International, 2024b). However, Hilton’s Tru by Hilton and Accor’s ibis Budget have already captured substantial market share, making it challenging for Marriott to establish dominance in this segment.
3.2 Impact of Change
Marriott’s change initiatives in digital transformation, restructuring, and sustainability demonstrate its commitment to innovation, yet competitor advancements highlight areas for improvement.
Marriott’s $1.2 billion investment in AI-driven technology aims to enhance guest experiences and streamline operations (CIO Dive, 2024). This includes cloud-based property management systems and AI-powered predictive analytics to anticipate guest preferences. However, Hilton has outpaced Marriott in AI implementation, particularly in customer-facing automation, such as digital check-ins, personalised AI concierges, and smart room technology (Hilton, 2023).
Marriott’s slower AI deployment raises critical concerns. With guests increasingly expecting seamless, tech-enhanced interactions, failure to adopt AI at scale could result in customer dissatisfaction and reduced brand loyalty. Unlike Hilton, which integrates AI into nearly every touchpoint, Marriott still relies on traditional service models in many properties. The company’s AI efforts must shift from back-end operational improvements to guest-facing innovations, ensuring hyper-personalisation and frictionless experiences.
Similarly, Marriott’s Serve 360 sustainability programme targets carbon reduction, but Accor’s net-zero commitments set a higher industry benchmark (Accor, 2024). While Marriott focuses on gradual progress, Accor’s bold strategies, such as eliminating single-use plastics, position it as a sustainability leader. Marriott should adopt more ambitious environmental targets to strengthen its market standing.
Marriott’s 2024 organisational restructuring aimed to cut costs by $90 million (Skift, 2024). While improving efficiency, this has raised employee workload concerns. Unlike Hilton and Accor, which coupled restructuring with upskilling programmes.

3.3 Managing Change Effectively
To manage these changes effectively, Marriott follows Kotter’s Change Model, which includes creating a sense of urgency, communicating a vision, empowering employees, and sustaining momentum (Kotter, 1996). The company has involved key stakeholders, including employees, investors, and franchise owners, to ensure smooth implementation of restructuring and technology adoption. However, Hilton’s AI-driven operational model and Accor’s sustainability-focused leadership suggest that Marriott must accelerate its pace of change to remain competitive.


















4. Strategic Direction
4.1 Current Business Strategy
Marriott International’s current business strategy is focused on expansion, digital transformation, and sustainability to maintain its position as a global leader in the hospitality industry. The company has set ambitious growth targets, aiming to increase its global footprint by adding between 230,000 and 270,000 net rooms by 2025, expanding its portfolio to nearly 1.8 million rooms worldwide (Hotel Dive, 2024). To achieve this, it has invested in both new developments and strategic acquisitions, such as the 2023 acquisition of City Express, a midscale hotel brand targeting budget-conscious travelers (Marriott International, 2024e).
In contrast, Hilton has focused on aggressive franchise expansion, particularly in the luxury and lifestyle segments, while simultaneously developing cost-efficient midscale properties under its Tru by Hilton brand (Hilton Worldwide, 2016). Meanwhile, Accor has prioritized international expansion in emerging markets, particularly in Africa and Asia, leveraging its regional autonomy model to adapt to local demands more quickly (Hilton Worldwide, 2016; Accor, 2024a; Accor, 2024b). Compared to its competitors, Marriott’s balanced approach to luxury, midscale, and budget markets allows it to remain diversified and resilient to economic fluctuations.
4.2 Long-Term Goals and Expansion
Marriott’s long-term strategic vision is to enhance guest experiences, expand its market reach, and drive sustainable growth. A key part of this strategy involves leveraging technology, with the company investing $1.2 billion in AI-driven digital transformation (CIO Dive, 2024). This includes AI-powered guest personalization, smart hotel automation, and advanced revenue management systems. However, Hilton has taken the lead in AI adoption, integrating automated customer service tools and AI-driven booking platforms (Hilton, 2024a; Hilton, 2024b). Accor, meanwhile, has invested in smart hotel technologies, such as voice-controlled room settings and robotic housekeeping services, positioning itself as an industry innovator (Interclean Show, 2024; Hotel Technology News, 2018). 
Another long-term goal for Marriott is sustainability, with commitments to reduce carbon emissions by 30% by 2030 and achieve net-zero emissions by 2050 (Marriott International, 2024c). While these efforts align with industry trends, Accor remains a sustainability leader, having already eliminated single-use plastics and committed to full carbon neutrality across its properties (Accor, 2023). Hilton has also set ambitious goals through its "Travel with Purpose" program, but its sustainability initiatives remain less transparent and detailed compared to Accor’s industry-leading practices (Hilton, 2023).
4.3 Industry Benchmarking
To assess Marriott International’s market position, a comparison with Hilton Worldwide and Accor highlights their respective strengths in expansion, technology, and sustainability.
Market Expansion: Marriott has been expanding steadily, adding around 81,300 rooms globally in 2023, achieving a 4.7% net room growth (Hoteliers Web, 2023). Hilton has focused on franchise-based growth, increasing its room count by an average of 5.4% per year, particularly in luxury and lifestyle segments (Financial Times, 2024). Accor, meanwhile, continues to strengthen its presence in emerging markets, with 291 new hotels and 41,000 rooms added in 2023 (Hoteliers Web, 2023).
Technology Integration: Hilton has been at the forefront of digital innovation in the hospitality industry, integrating features such as mobile room keys, digital check-in, and AI-driven personalisation through its Hilton Honors app. (Hilton, 2021). Guests can select their rooms, check in digitally, and unlock their doors using their smartphones, enhancing convenience and personalisation during their stay. Marriott has invested heavily in data analytics and mobile platforms to enhance guest experience (Skift, 2024a), while Accor has prioritised smart hotel technology, incorporating automated room controls and digital guest services (Hotel Dive, 2024).
Sustainability Initiatives: Accor is widely regarded as the industry leader in sustainability, aiming for net-zero carbon emissions by 2050 and focusing on sustainable procurement and food waste reduction (Hotel Dive, 2024). Marriott has committed to cutting its 'scope 1' and 'scope 3' greenhouse gas emissions by 46% and 27.5% respectively by 2030 (Skift, 2024a). Hilton, meanwhile, achieved a 50% reduction in carbon emissions intensity in managed hotels by 2021, using a 2008 baseline as a benchmark (CSR Wire, 2021).
5.Conclusion
Marriott International remains a dominant force in the global hospitality industry, leveraging its hybrid organisational structure, employee-centric culture, and strategic expansion efforts. However, the company faces intensifying competition from Hilton’s AI-driven service model and Accor’s sustainability leadership. While Marriott’s investments in digital transformation, restructuring, and sustainability demonstrate progress, it must act more decisively to stay ahead.
To maintain its competitive edge, Marriott should prioritise rapid AI adoption to match Hilton’s technological advancements, accelerate sustainability commitments to rival Accor’s leadership, and ensure organisational restructuring does not compromise employee well-being. The future of the hospitality industry is shifting towards automation, eco-conscious operations, and workforce resilience. Marriott must not only adapt but lead in these areas to secure its position as an industry frontrunner.
By implementing bolder sustainability measures, accelerating digital innovation, and refining its operational structure, Marriott can future-proof its business, strengthen its market leadership, and sustain long-term growth in an increasingly competitive hospitality landscape.











6. Recommendations
To maintain its industry leadership, Marriott must accelerate its investment in AI-driven digital transformation, particularly in customer personalisation, predictive analytics, and operational automation, to match Hilton’s advancements. Expanding contactless check-ins, AI concierge services, and seamless mobile experiences would enhance guest satisfaction and operational efficiency.
Sustainability efforts should be strengthened by enhancing the transparency and scope of the Serve 360 initiative, adopting more ambitious carbon reduction targets, and increasing the use of renewable energy and waste management technologies. Accor’s net-zero commitment and single-use plastic elimination set a high standard that Marriott should strive to meet or exceed.
Marriott’s midscale expansion through City Express provides an opportunity to tap into budget-conscious travellers, but differentiation is key. Incorporating tech-driven services, sustainable hotel designs, and innovative loyalty rewards would help position it ahead of competitors like Tru by Hilton and ibis Budget.
By focusing on digital innovation, sustainability leadership, and competitive differentiation, Marriott can future-proof its business, ensuring continued success in an increasingly competitive and sustainability-driven hospitality industry
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