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I. EXECUTIVE SUMMARY 

The Buffalo Bills are set to inaugurate the New Highmark Stadium in Orchard Park, New York, 

ahead of the 2026 NFL season. Designed by Populous and costing an estimated $1.7 billion, the 

60,108-seat venue represents one of the most significant infrastructure investments in recent 

NFL history. It arrives at a pivotal moment because the Bills generated $589 million in total 

revenue during the 2024 season, with gate receipts alone accounting for $79 million (Forbes, 

cited in CNBC, 2025). Meanwhile, the NFL as a league surpassed $23 billion in total revenue in 

its most recent fiscal year, distributing $432.6 million in national revenue to each of its 32 

franchises (Bleacher Report, 2025; Buffalo News, 2025). In this financial landscape, maximising 

matchday revenue through an enhanced fan experience is no longer optional, it is a strategic 

imperative. 

From a technical standpoint, the New Highmark Stadium’s foundations are strong. Verizon has 

been confirmed as the exclusive 5G wireless partner, deploying a state-of-the-art Distributed 

Antenna System across the entire stadium campus. Facial recognition ticketing through Wicket, 

frictionless concessions, digital wayfinding, and a dedicated 18,000 square-foot technology 

building, a first in NFL history, are among the headline innovations already confirmed 

(Coliseum, 2026).  

Despite these advances, the New Highmark Stadium currently lacks a unified, fan-centric digital 

strategy that connects its technological infrastructure into a coherent, personalised experience. 

The Bills’ existing official mobile app, Bills Mobile, presented by M&T Bank, primarily 

functions as a media and content platform, offering news, live statistics, video highlights and 

mobile ticketing. It does not operate as an in-stadium experience tool, which means there is no 

food and beverage ordering from the seat, no integrated digital wallet, no indoor wayfinding, and 
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no NFC-enabled stadium interactions. Beyond the app, no data-driven loyalty programme tied to 

in-stadium behaviour has been announced, and no off-stadium digital ecosystem extending the 

fan relationship beyond game day has been confirmed. These are precisely the gaps identified in 

the Smart Stadium briefing, limited real-time data collection, lack of anticipatory capacity, long 

queues at access and concession points, and insufficient personalisation of the fan journey. The 

global smart stadium market was valued at $12.49 billion in 2023 and is projected to reach 

$50.84 billion by 2030, growing at a CAGR of 22.2%, confirming that the clubs who act now 

will define the benchmark for the next decade (Maximize Market Research, cited in Mapsted, 

2025). 

This proposal presents a comprehensive fan experience improvement strategy for the Buffalo 

Bills and the New Highmark Stadium. Built around four technological pillars, a dedicated 

Official App, NFC technology, SmartKiosk terminals, and an Order & Delivery system, and 

underpinned by a Big Data to Smart Data philosophy, it aims to transform Bills Mafia’s (name of 

their fan base) legendary passion into a measurable, personalised, and revenue-generating digital 

relationship between the fan and the club. Because in the Smart Stadium era, the most powerful 

asset a franchise can build is not its roster, it is its data. 

 

II. CHALLENGES TO BE SOLVED 

As mentioned earlier, the Smart Stadium briefing identifies four structural challenges common to 

major sports venues operating without an integrated digital strategy. As the Buffalo Bills prepare 

to open the New Highmark Stadium, each of these challenges is directly applicable, and in some 

cases amplified by the scale of the venue and the intensity of Bills Mafia’s game day 

engagement. 
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1. Limited Data Collection and Little Control 

The Bills currently have no publicly announced unified data platform capable of tracking fan 

behaviour in real time across all touchpoints, entry, concessions, merchandise, and in-app 

interactions. While individual systems exist (Ticketmaster for ticketing, Fanatics for e-

commerce, Verizon for connectivity), they operate as separate silos. Without a centralised data 

infrastructure, the organisation cannot answer fundamental questions : How do fans move 

through the stadium? What do they consume and when? Which areas are overcrowded at peak 

times? This lack of visibility directly limits the franchise’s ability to make informed operational 

and commercial decisions on game day. 

 

2. Lack of Anticipatory Capacity 

With 60,108 fans attending up to nine home games per season, the New Highmark Stadium will 

generate an enormous volume of behavioural data, yet without the tools to collect and analyse it, 

that data is lost. The Bills currently have no announced predictive analytics capability tied to fan 

consumption patterns. This means concession stock levels, staffing allocation, and service 

deployment cannot be anticipated ahead of game day, leading to inefficiencies that directly 

impact both fan satisfaction and revenue generation. As outlined in the course materials, moving 

from Big Data to Smart Data is transforming raw information into actionable decisions, and is 

precisely what separates operationally mature venues from those still reacting to problems rather 

than anticipating them. 
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3. Queue Management at Scale 

The New Highmark Stadium has taken important steps to reduce friction at entry, with facial 

recognition ticketing through Wicket and frictionless concession payments already confirmed 

(Coliseum, 2026). However, technology at the gates does not resolve congestion at concession 

stands, merchandise points, or restrooms. The scale of the problem is well documented, across 

NFL stadiums, fans spend an average of 13 minutes waiting in line for concessions, and just two 

trips can result in missing 23 plays, the equivalent of three scoring drives (Mashgin, 2025). 

Furthermore, 59% of fans say they would spend more on concessions if their wait time were cut 

in half, and 76% report that in-seat delivery would improve their overall stadium experience 

(Oracle Food and Beverage, 2019). With 60,000 fans arriving within a concentrated time 

window at the New Highmark Stadium, queue pressure remains a structural challenge that entry 

technology alone cannot solve. 

 

4. Insufficient Personalisation and Fan Engagement 

The Bills Mobile app, in its current form, delivers the same content experience to every user 

regardless of their history, preferences, or behaviour. There is no evidence of segmented 

communication, personalised offers, or reward mechanisms tied to in-stadium spending. This 

stands in sharp contrast to what leading NFL franchises have already built. The Kansas City 

Chiefs developed « Chiefs Kingdom Rewards », a loyalty programme that delivers exclusive, 

personalised experiences to fans regardless of whether they attend games in person or live 2,000 

miles away (FanMaker, 2024). The Dallas Cowboys operate a tiered membership programme 

offering Pro Shop discounts, exclusive digital content, event invitations, and redeemable loyalty 

points tied to fan activity (Zinrelo, 2024). The Bills have no equivalent. In a league where the 
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average NFL team generated $687 million in revenue during the 2024 season (CNBC, 2025), the 

absence of a loyalty framework represents a measurable and urgent missed opportunity.  

 

III. TECHNOLOGICAL SOLUTIONS 

The Smart Stadium briefing proposes four interconnected technological pillars to address the 

challenges identified above. This section applies each of these solutions to the specific context of 

the Buffalo Bills and the New Highmark Stadium, drawing on existing best practices from across 

the NFL and the broader sports industry. Critically, these four pillars are not independent 

features, they form a single, integrated ecosystem in which each component reinforces the others, 

and in which every fan interaction generates data that feeds back into a smarter, more 

personalised experience. 

 

1. The Official App, From Media Platform to In-Stadium Experience Tool 

The Bills Mobile app currently serves as a media and content platform. The proposal is to evolve 

it into the central interface through which every fan interaction is managed, personalised, and 

monetised, the digital spine of the entire Smart Stadium ecosystem. 

The upgraded app would incorporate the following capabilities, each of which has already been 

deployed successfully at other NFL venues : Mobile ordering with in-seat delivery, already 

operational at Allegiant Stadium for Las Vegas Raiders home games, allowing fans to order food 

and beverages directly from their seats without missing game action (Allegiant Stadium, 2026). 

An integrated digital wallet enabling fans to pre-load funds before arriving at the stadium, 

reducing transaction times at every point of sale. Real-time indoor wayfinding directing fans to 

the nearest concession stand, restroom, or merchandise point with live queue time estimates, a 
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feature already deployed at Levi’s Stadium by the San Francisco 49ers (Money, 2024). 

Personalised content and push notifications based on each fan’s in-stadium behaviour, purchase 

history, and preferences. Live game statistics, instant replays, and multi-angle camera access 

accessible directly from the seat, deepening engagement throughout the game. 

The app functions as the primary data collection layer of the ecosystem. Every interaction, a food 

order, a wallet top-up, a wayfinding search, a loyalty point redemption, generates a data point 

that enriches the fan’s profile and informs the club’s operational and commercial decisions in 

real time. 

 

2. NFC Technology, One Tap, Every Interaction 

Near Field Communication technology enables fans to interact with the stadium ecosystem 

through a single tap of their smartphone or wearable device. In the context of the New Highmark 

Stadium, NFC integration would operate across three key areas. 

First, access and entry. While facial recognition ticketing through Wicket has already been 

confirmed for the new stadium (Coliseum, 2026), NFC passes offer a complementary solution 

for fans who prefer not to use biometric identification. NFC Member Passes, added once to a 

fan’s mobile wallet, automatically update with individualised seat and game information for 

every home game, eliminating the need to manage new tickets each week. 

Second, cashless payments throughout the stadium. The New Highmark Stadium has already 

confirmed a cashless payment environment. NFC integration within the Bills app wallet would 

allow fans to complete every transaction, concessions, merchandise, parking, through a single 

platform, generating unified spending data at the individual fan level. 
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Third, interactive touchpoints throughout the stadium. NFC-enabled panels at concourse 

locations, merchandise stands, and sponsor activations would allow fans to tap their phone to 

access exclusive content, unlock loyalty rewards, or participate in game day promotions, creating 

engagement opportunities at every step of the fan journey. 

NFC technology is the connective tissue of the ecosystem, it is the mechanism through which the 

app wallet, the SmartKiosk terminals, and the Order & Delivery system all communicate with 

the fan’s device seamlessly and in real time. 

 

3. SmartKiosk, Reducing Friction at Scale 

SmartKiosk terminals are self-service ordering and payment stations deployed throughout the 

stadium concourses, designed to reduce queue times and increase transaction throughput during 

peak periods.  

SmartKiosk terminals would be deployed at all major concession and merchandise points 

throughout the stadium, operating with intuitive touchscreen interfaces. Each terminal would be 

integrated with the Bills app wallet for seamless NFC payment, and with the stadium’s central 

data platform to feed real-time stock and demand information to operations teams. Transactions 

processed through AI-powered self-checkout technology have demonstrated median transaction 

times of under 15 seconds, compared to significantly longer wait times at traditional staffed 

counters (Mashgin, 2025). For a venue hosting 60,000 fans across nine home games per season, 

the cumulative impact on both fan satisfaction and concession revenue is substantial, teams 

adopting similar technology have recorded increases in annual concessions revenue of up to 34% 

(Mashgin, 2023).  
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SmartKiosks also serve a dual purpose within the ecosystem: beyond reducing friction for the 

fan, every transaction processed generates real-time stock and demand data that feeds directly 

into the stadium’s operational intelligence platform, enabling proactive restocking and staffing 

decisions throughout the event. 

 

4. Order & Delivery, Never Leave Your Seat 

The fourth pillar addresses one of the most consistently cited pain points in the NFL fan 

experience, the trade-off between getting food and watching the game. The data is unambiguous, 

76% of fans report that in-seat delivery would improve their stadium experience, and 59% say 

they would spend more on concessions if their wait time were cut in half (Oracle Food and 

Beverage, 2019). 

The Order & Delivery system, accessible directly through the Bills app, would allow fans to 

browse a full menu of food, beverages, and merchandise, place an order from their seat, pay via 

their integrated digital wallet, and receive delivery within a defined time window. This model is 

already operational at Levi’s Stadium, where the San Francisco 49ers became the first NFL team 

to offer mobile ordering and in-seat delivery from every seat in the stadium (49ers.com, 2020), 

and has since been adopted at multiple NFL venues including Allegiant Stadium (Allegiant 

Stadium, 2026). 

 

5. The Integrated Ecosystem, Four Pillars, One Experience 

Taken individually, each of these four solutions addresses a specific challenge. Taken together, 

they form something more powerful. It is a closed-loop digital ecosystem in which the fan, the 

club, and the stadium are permanently connected. 
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The fan opens the Bills app before leaving home, checks parking availability, and pre-loads their 

digital wallet. They arrive at the stadium and tap their NFC pass at the gate for instant entry. 

Inside, they use the app’s wayfinding feature to find their seat, then order food and beverages for 

in-seat delivery without leaving. Throughout the game, they receive personalised offers based on 

their purchase history, a discount on their favourite beer at halftime, a limited-edition jersey 

available exclusively through the app. Every interaction earns loyalty points redeemable for 

future experiences. Meanwhile, the club’s operations team monitors real-time crowd density, 

concession demand, and stock levels across the entire venue, making data-driven decisions that 

improve service quality with each successive home game. 

This would be my vision of the Smart Stadium briefing applied to the Bills context, not a 

collection of technologies, but a single, fan-centred digital experience that generates value for the 

fan and intelligence for the club simultaneously. 

 

IV. FAN OFF-STADIUM, EXTENDING THE RELATIONSHIP BEYOND GAME 

DAY 

A Smart Stadium strategy cannot be limited to the nine home games per season. The Buffalo 

Bills play 17 regular season games per year, meaning that for more than half of their schedule, 

Bills Mafia is engaged remotely, watching from home, following on social media, or gathering at 

watch parties across Western New York and beyond. The opportunity to maintain and monetise 

that relationship outside the stadium is one of the most underleveraged assets in professional 

sports. The global sports fan loyalty programme market reached $6.4 billion in 2024 and is 

projected to grow to $17.8 billion by 2033, at a CAGR of 12.1% (Growth Market Reports, 

11



2025), confirming that off-stadium digital engagement is not a peripheral concern but a core 

revenue frontier. 

 

1. The Digital Membership Card 

The Bills app wallet would function as a permanent digital membership card, usable beyond the 

stadium walls. The Bills already maintain a strong network of long-standing corporate partners 

across Western New York, including M&T Bank, their official banking partner of 40 years and a 

founding partner of the New Highmark Stadium (M&T Bank, 2025), Labatt USA, their official 

beer partner since 2011 (Buffalo News, 2025), and Constellation Brands, who operate two 

branded club-level bars in the new stadium (Buffalo Bills, 2024). These existing partnerships 

provide a ready-made foundation for an off-stadium digital benefits network. 

By integrating NFC membership card functionality into the Bills app, fans could tap their phone 

at partner locations, bars, restaurants, retail stores, and entertainment venues across Buffalo, to 

access exclusive discounts, earn loyalty points, and unlock Bills-branded experiences year-

round. Every transaction made through this network generates first-party data on fan behaviour 

outside the stadium, enriching individual fan profiles and enabling increasingly precise 

personalisation both on and off game day. According to PwC, companies focused on customer 

experience expanded revenue at 1.7 times the pace of their peers and saw customer lifetime value 

grow 2.3 times faster — a compelling case for investing in the off-stadium fan relationship 

(PwC, 2026). 
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2. Year-Round Digital Engagement 

The upgraded Bills app would maintain active fan engagement throughout the entire season 

calendar. A personalised content feed delivering news, behind-the-scenes access, and player 

interviews tailored to each fan’s demonstrated preferences. Weekly loyalty challenges, watching 

a game broadcast through the app, visiting a partner location, purchasing merchandise, rewarding 

consistent engagement with points redeemable for exclusive experiences. Pre-game and post-

game digital activations including fan polls, score predictions, and player of the match voting 

that sustain the emotional connection to the team during away weeks. According to a PwC 

survey of US sports fans aged 18–34, 44% actively use social media during live sporting events 

they attend in person, highlighting the appetite for interactive digital experiences that extend 

beyond passive consumption (PwC, TVU Networks, 2025). 

 

3. The Commercial Case 

Building a year-round digital commercial ecosystem reduces dependency on matchday and 

broadcast income by creating new revenue streams through partner commissions, in-app 

purchases, and targeted offers based on first-party fan data. The Bills’ existing sponsorship 

infrastructure, which includes founding partners Verizon, Ticketmaster, M&T Bank, and Toyota 

for the new stadium (Buffalo Bills, 2025-2026), provides an immediate commercial framework 

within which a digital off-stadium loyalty network can operate from day one. The franchise that 

owns a direct, data-rich relationship with its fan base 365 days a year holds a structural 

commercial advantage that no amount of broadcast revenue can replicate. 
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V. ADVANTAGES FOR THE FAN AND FOR THE CLUB 

The technological ecosystem proposed in this document generates two parallel sets of benefits, 

one centred on the fan experience, the other on the club’s operational and commercial 

performance. Rather than treating these as separate outcomes, the Smart Stadium framework 

recognises them as inherently interconnected, a better fan experience generates more data, more 

data enables smarter decisions, and smarter decisions generate more revenue that can be 

reinvested into the experience. 

 

1. Advantages for the Fan 

Seamless access and entry : Facial recognition ticketing through Wicket, NFC member passes, 

and digital wallet integration collectively eliminate the friction traditionally associated with 

entering a large venue. Fans arrive, tap or walk through, and are inside, without queues, paper 

tickets, or cash handling. For a stadium welcoming 60,000 fans within a concentrated arrival 

window, this represents a fundamental improvement in the first impression of every game day. 

 

Pre-planning and online booking of experiences : Through the upgraded Bills app, fans can 

prepare their entire game day before leaving home, pre-loading their digital wallet, booking 

parking, pre-ordering food packages, reserving premium hospitality experiences, and selecting 

merchandise for collection. This anticipatory dimension shifts the fan’s relationship with the 

stadium from reactive to proactive, reducing stress on arrival and increasing overall satisfaction. 

 

Wallet reloading and frictionless spending : The integrated digital wallet allows fans to top up 

their balance at any point, before the game, at halftime, or directly at a SmartKiosk terminal, 
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without needing to use a bank card for every individual transaction. Every purchase across the 

entire stadium ecosystem, from a beer at a concession stand to a jersey at the merchandise store, 

is completed with a single tap. This frictionless spending experience not only improves 

convenience but has been shown to increase per-fan spending, as the psychological barrier of 

cash transactions is removed. 

 

Queue reduction and time reclaimed : As established in section two, NFL fans currently spend an 

average of 13 minutes per concession trip, risking missing up to 23 plays across two visits 

(Mashgin, 2025). In-seat delivery, SmartKiosk terminals, and real-time queue indicators 

collectively address this problem from multiple angles, fans can order without moving, self-serve 

faster than at a staffed counter, or make informed decisions about when to visit a stand. The 

result is more time in the seat, more game action watched, and a higher quality experience 

overall. 

 

Comfort, safety, and personalised engagement : Real-time indoor wayfinding reduces 

disorientation across a complex 60,000-seat venue. Live crowd density information helps fans 

avoid congested areas. Personalised push notifications deliver relevant offers at the right 

moment, a discount on a fan’s favourite food at halftime, an exclusive merchandise drop 

available only through the app. Loyalty points accumulate with every interaction, redeemable for 

experiences that extend well beyond a standard ticket, field access, player meet-and-greets, or 

priority seating upgrades. These features transform attendance from a transactional event into a 

personalised, rewarding relationship with the club. 
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2. Advantages for the Club 

Real-time stock and cash control : Every transaction processed through the ecosystem feeds into 

a centralised operational dashboard in real time. Concession managers can monitor stock levels 

across all points of sale simultaneously, identify demand spikes before they cause shortages, and 

redeploy staff to where they are needed most. This operational visibility directly reduces waste, 

improves service consistency, and protects revenue during the high-pressure peak periods that 

define NFL game days. 

 

Improving the fan experience through data : The ecosystem does not merely improve today’s 

experience, it continuously learns and improves future ones. Each home game generates a richer 

dataset than the last, enabling the Bills to refine personalisation, adjust pricing strategies, 

optimise stadium layouts, and identify which experiences drive the highest fan satisfaction and 

retention. According to PwC, companies focused on customer experience expanded revenue at 

1.7 times the pace of their peers and saw customer lifetime value grow 2.3 times faster (PwC, 

2026), a finding directly applicable to sports franchises investing in fan-centric digital 

infrastructure. 

 

From Big Data to Smart Data : The critical distinction in the Smart Stadium framework is not the 

volume of data collected but the quality of the decisions it enables. The Bills currently operate 

with siloed data streams, ticketing through Ticketmaster, e-commerce through Fanatics, 

connectivity through Verizon, with no unified fan profile connecting them. The proposed 

ecosystem consolidates these streams into a single, actionable intelligence layer. Roughly 64% of 

modern stadiums now utilise IoT-based solutions enabling real-time data capture and decision-
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making (ReAnIn, 2025). For the Bills, achieving this consolidation at the launch of a brand new 

stadium represents a generational opportunity, one that will be significantly harder and more 

expensive to implement retroactively once operational habits are established. 

 

Revenue growth and return on investment : The financial case is well-supported by market 

evidence. Venues adopting smart concession technology have recorded increases in annual 

concessions revenue of up to 34% (Mashgin, 2023). Early investors in smart stadium 

technologies are projected to achieve a 25% higher return on investment compared to traditional 

stadium investments, while AI and IoT integration is expected to reduce operational costs by up 

to 30% (Reports and Data, 2025). For a franchise generating $589 million in total revenue in 

2024 (CNBC, 2025), even a modest improvement in matchday revenue efficiency and fan 

retention represents tens of millions of dollars in incremental annual value. 

 

A stronger commercial proposition for sponsors : First-party fan data generated by the ecosystem 

creates measurable new value for the Bills’ founding partners, Verizon, Ticketmaster, M&T 

Bank, Toyota, Labatt, and Constellation Brands among others. Sponsors gain access to precise 

audience insights, verified engagement metrics, and targeted digital activation opportunities that 

traditional stadium signage cannot provide. This transforms each sponsorship from a visibility 

agreement into a data-backed performance partnership, strengthening renewal conversations and 

attracting new commercial partners as the new stadium establishes itself. 
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VI. BIG DATA TO SMART DATA, TURNING FAN BEHAVIOUR INTO 

STRATEGIC INTELLIGENCE 

The distinction between Big Data and Smart Data is not technical, it is strategic. Big Data 

describes the volume of information a stadium ecosystem can generate. Smart Data describes the 

organisation’s ability to act on it. A venue that collects data without the infrastructure to interpret 

and deploy it in real time is not a Smart Stadium, it is simply an expensive one. This section 

outlines how the Buffalo Bills can close that gap and what it means commercially. 

 

1. The NFL’s Data Infrastructure, A League-Level Foundation 

The Bills do not need to build their data strategy from scratch. The NFL has already invested in a 

league-wide fan data platform built on Amazon Web Services, integrating 90 billion rows of fan 

data with over 250 dimensions per fan across all 32 franchises (AWS, 2024). Open rates for 

segmented campaigns built on this platform have doubled or tripled compared to non-segmented 

communications (AWS, 2024). The proposed ecosystem for the New Highmark Stadium plugs 

directly into this existing infrastructure, enriching each fan’s NFL-wide profile with granular in-

stadium behavioural data, what fans eat, where they go, how long they stay, and what offers they 

respond to, that no other data source can provide. 

 

2. A Proven NFL Model, The Detroit Lions 

The most instructive example of Smart Data in action within the NFL is the Detroit Lions. 

Facing chronically low attendance and poor fan satisfaction scores, the franchise built a real-time 

operational intelligence platform, internally called the War Room, that consolidates data from 
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every stadium touchpoint into eight live dashboards accessible to operations staff throughout 

each game (Snowflake, 2025). 

The results were immediate and measurable. The Lions identified thousands of fans stuck in 

avoidable queues, implemented targeted interventions including better signage, additional ticket 

scanners, and seat-location-based email alerts, and saw fan attendance increase as a direct result. 

The War Room also ensures concession stands never run out of high-demand items and delivers 

personalised merchandise offers to fans during the game based on their purchase history. The 

outcome is that the Detroit Lions were ranked number one in the NFL for game day fan 

experience in 2024 (Snowflake, 2025). This is precisely the model the Buffalo Bills should 

replicate and build upon at the New Highmark Stadium, with the significant advantage of 

implementing it from day one in a purpose-built smart venue rather than retrofitting it into an 

ageing stadium. 

 

3. From Fan Data to Revenue Intelligence 

The data generated by the Bills’ integrated ecosystem translates into revenue intelligence across 

four distinct commercial dimensions. 

Predictive concession management : By analysing historical purchasing patterns across game 

days, weather conditions, opponent matchups, and time of season, the Bills can predict demand 

for specific items at specific stands before kickoff, reducing stockouts, minimising waste, and 

ensuring revenue is never lost to a preventable operational failure. 

 

Dynamic personalisation and targeted offers : Fan purchasing history and behavioural data 

enable the Bills to deliver the right offer to the right fan at the right moment, a targeted discount 
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on a fan's preferred item delivered via push notification at halftime, or an exclusive merchandise 

drop visible only to fans who have reached a certain loyalty tier. This precision targeting 

increases conversion rates without requiring broad discounting that erodes margins. 

 

Season ticket retention and fan lifetime value : By identifying which behaviours correlate with 

season ticket renewal, frequency of app engagement, average spend per game, loyalty point 

redemption patterns, the Bills can intervene proactively with at-risk fans before renewal 

decisions are made. Research consistently shows that retaining an existing customer is five to 

seven times less expensive than acquiring a new one, a ratio that applies directly to season ticket 

holders, where the compounding value of a multi-year relationship far exceeds any single-game 

revenue metric (Harvard Business Review, 2014). 

 

Sponsor performance measurement : First-party data allows the Bills to provide corporate 

partners with verified, granular proof of campaign performance, how many fans engaged with a 

branded activation, what they purchased afterwards, and what demographic segments they 

belong to. This transforms sponsorship from a visibility transaction into an accountable 

performance partnership, justifying higher fees and improving renewal rates across the 

commercial portfolio. 

 

The Bills that open the New Highmark Stadium in 2026 have a choice that most franchises never 

get, to build their data infrastructure from day one, with every system integrated and every fan 

interaction captured from the very first game.  
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VII. IMPLEMENTATION ROADMAP 

Translating this proposal into reality requires a phased approach that respects the operational 

timeline of the new stadium while building towards a fully mature Smart Stadium ecosystem. 

The roadmap is structured in three phases, each with distinct priorities and measurable outcomes. 

 

1. Phase 1 : Digital Foundations (June 2026 - September 17 2026) 

The immediate priority is ensuring that the core infrastructure is operational before the stadium 

opens. This phase is non-negotiable, without the foundational systems in place, none of the fan-

facing features in this proposal can function. 

 

App upgrade and wallet integration : The Bills Mobile app must be redesigned ahead of opening 

day to incorporate digital wallet functionality, in-seat ordering, indoor wayfinding, and NFC 

integration. This development process should begin immediately, in partnership with 

Ticketmaster, already confirmed as the stadium’s exclusive ticketing founding partner 

(Ticketmaster, 2025), to ensure seamless integration between ticketing, access, and payment 

systems. 

 

Data infrastructure : A unified fan data platform, built on the NFL’s existing AWS infrastructure, 

must be configured to consolidate data streams from Ticketmaster, Fanatics, Verizon’s 5G 

network, and all points of sale within the stadium into a single fan profile. This is the most 

technically complex element of the roadmap and must be prioritised accordingly. 
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SmartKiosk deployment : Self-service terminals must be installed and tested across all concourse 

levels before the first preseason event, confirmed as the annual Return of Blue and Red practice 

in August 2026 (Buffalo Bills, 2026), providing an opportunity to stress-test the system before 

the first regular season crowd arrives. 

 

Staff training : Every operational team, concessions, security, guest services, must be trained on 

the new digital systems before opening day. The Detroit Lions’ War Room experience 

demonstrates that technology alone is insufficient without the operational processes to act on the 

intelligence it generates (Snowflake, 2025). 

 

The milestone for this phase is clear, every system must be live and tested before Thursday, 

September 17 2026, the date the Bills open the new Highmark Stadium against the Detroit Lions 

on Thursday Night Football, on a national stage, in front of 60,000 fans and a prime-time 

audience on Amazon Prime Video. 

 

2. Phase 2 : Launch and Learn (September 2026 - March 2027) 

The inaugural season is not only a sporting event, it is the most important data collection period 

in the franchise’s digital history. Every home game generates the raw material from which Smart 

Data decisions will be built. 

 

Real-time operational deployment : From game one, the operational dashboard must be live and 

staffed. Concession managers monitor stock levels in real time, security teams track crowd 
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density across all zones, and the guest services team responds to app-reported issues within 

defined response windows. 

 

Fan adoption and loyalty programme launch : The loyalty programme should launch with the 

first home game, with clear and heavily promoted onboarding incentives, double points for the 

inaugural season, exclusive inaugural season digital collectibles, and priority access to premium 

experiences for early adopters. Fan adoption rates in the first season will define the long-term 

commercial trajectory of the programme. 

 

Iteration and adjustment : After each home game, the data team reviews performance across all 

KPIs, average transaction time, concession revenue per fan, app engagement rates, queue 

incident reports, and loyalty programme enrolment. Adjustments are made between games. By 

the end of the inaugural season, the Bills will have data from eight home games to inform every 

operational and commercial decision going forward. 

 

3. Phase 3 : Optimisation and Expansion (2027 and beyond) 

By the start of the 2027 season, the Bills will have a full year of integrated fan data and a 

maturing Smart Stadium ecosystem. Phase 3 is about moving from deployment to competitive 

advantage. 

 

Predictive analytics : With a full season’s data, the Bills can begin deploying predictive models, 

anticipating demand, identifying at-risk season ticket holders before renewal windows, and 

personalising the fan journey at an individual level rather than a segment level. 
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Off-stadium network expansion : The partner loyalty network outlined in section four should be 

extended progressively across Western New York, with M&T Bank, Labatt, and Constellation 

Brands as the founding anchors of a benefits ecosystem that keeps Bills Mafia engaged year-

round. 

 

Continuous benchmarking : The Bills should formally benchmark their fan experience 

performance against league standards on an annual basis, targeting the top three in the NFL for 

game day fan satisfaction within three seasons of opening, replicating the trajectory achieved by 

the Detroit Lions through their War Room investment (Snowflake, 2025). 

 

VIII. CONCLUSION 

To conclude, as the global sports industry moves toward hyper-personalised, data-driven fan 

relationships, the venues that fail to invest in integrated digital infrastructure will not simply fall 

behind, they will become irrelevant to the generation of fans that expects the same seamless 

experience from a football game that they get from Netflix, Amazon, or Spotify. 

The Buffalo Bills open the New Highmark Stadium on September 17 2026. They do so with 

world-class infrastructure already in place, 5G, facial recognition, frictionless payments, a 

technology building unprecedented in NFL history. What they do not yet have is a strategy that 

connects those foundations into a coherent, personalised, revenue-generating relationship with 

every single fan. That is what this proposal provides. 

The opportunity is time-sensitive. Building a Smart Stadium data ecosystem from day one, with 

every fan interaction captured from the very first game, is exponentially more effective than 
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retrofitting it years later. The Detroit Lions proved that data-driven fan experience generates 

measurable results. The Kansas City Chiefs proved that loyalty programmes build relationships 

that transcend geography. The San Francisco 49ers proved that in-seat delivery transforms 

concession revenue. The Bills now have the chance to learn from all of them, and surpass them. 

Bills Mafia has waited 53 years for a new stadium. They deserve more than a new building. They 

deserve the best fan experience in professional sports. 
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