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EXECUTIVE SUMMARY
This report looks at Hilton Worldwide Holdings Inc. and analyses its structure, recent changes and current strategy. The aim is to understand how Hilton is managed and how this supports its business performance.
The report shows that Hilton’s asset-light model is one of its main strengths. This means Hilton grows mainly through management and franchise agreements, instead of owning most hotels. This helps the company grow faster and with less financial risk. However, it can also make it harder to keep the same service quality, culture and employee experience across all hotels.
The report also shows that Hilton has responded to important changes in the hospitality industry. Digital tools, such as the Hilton Honors app and Digital Key, help improve customer experience. Hilton’s Travel with Purpose programme also shows that sustainability is important for the company. However, these changes need good training and monitoring to work well in all hotels.
Hilton’s current strategy appears to be working well. Its financial results, room growth and development pipeline show that the company is in a strong position. However, Hilton still needs to manage competition, economic pressures and changing customer expectations.
The report recommends that Hilton should improve service consistency, support employees more, and provide better training for digital and sustainability systems. These recommendations build on Hilton’s strengths while addressing the main challenges found in the report.
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[bookmark: _Toc229508014]INTRODUCTION 
The global hospitality industry is very important for tourism, employment and the economy. However, hotel companies today have to work in a more difficult and competitive environment. Customers expect better service, more digital options and more sustainable practices. Because of this, good management is important for hotel companies that want to stay successful in the long term (UNWTO, 2023; World Travel & Tourism Council, 2024).
Hilton Worldwide Holdings Inc. is one of the biggest hotel companies in the world. It was founded in 1919 and now has many different brands, including luxury hotels, full-service hotels and more affordable hotel options. Hilton continues to grow internationally, mainly through management and franchise agreements rather than owning most of its hotels directly. This helps the company grow faster and use less capital, but it can also create problems. For example, it may be harder to keep the same culture, service standards and employee experience across all hotels (Hilton Worldwide Holdings Inc., 2025).
This report focuses on three main areas: organisational structure, culture and goals; recent change initiatives; and strategic direction and current business performance. The first section looks at Hilton’s structure and culture and compares it with Marriott. The second section discusses recent changes, especially digital transformation and sustainability. The final section analyses Hilton’s strategy and performance, using both financial and non-financial information.
[bookmark: _Toc229508015]MAIN BODY 
[bookmark: _Toc229508016]Organisational Structure, Culture, and Goals 
Organisational structure is important because it helps define roles, organise work and make sure daily activities support business goals (Huczynski and Buchanan, 2023). This is especially important for Hilton because it operates on a very large global scale. Hilton operates through two main segments: management and franchise, and ownership. The management and franchise segment includes hotels managed for third-party owners, brand licensing, booking channels and related services, while the ownership segment includes Hilton’s owned and leased hotels (Hilton Worldwide Holdings Inc., 2024). This shows that Hilton’s structure is strongly based on managing brands and systems rather than owning hotel assets directly.
. 
Figure 1: Hilton’s organisational structure by business segment
Source: Adapted from Hilton Worldwide Holdings Inc. (2024).
Figure 1 shows Hilton’s organisational structure based on its main business segments. It highlights that the company mainly operates through management and franchise activities, while ownership represents a smaller part of the business.
Hilton’s structure is closely linked to its strategic goals. One of its main objectives is to grow internationally while keeping costs low. Its asset-light model allows the company to expand without investing heavily in property, as most hotels are funded by external owners. For example, Hilton had more than 8,400 hotels and over 1.2 million rooms worldwide in 2024 (Hilton Worldwide Holdings Inc., 2024). This suggests that its structure supports fast growth and financial efficiency. However, this model may also reduce Hilton’s direct control over some hotels, which could create differences in service quality and operations across locations.
. [image: ]
Figure 2: Growth in Hilton properties and rooms over time (Hilton Worldwide Holdings Inc., 2024). 
As shown in Figure 2, Hilton has experienced significant growth, which supports its strategy of international expansion.
Organisational culture is very important in hospitality because employee behaviour directly affects customer experience. In hospitality, organisational behaviour is especially important because employee attitudes and service behaviour directly affect the guest experience (Mullins and Dosser, 2013). Robbins and Judge (2024) explain that culture is based on shared values and behaviours. Schein (2010) also suggests that culture has different levels, including visible practices, values and deeper beliefs. In Hilton’s case, visible elements such as service standards and brand guidelines reflect a strong focus on customer experience and teamwork. This suggests that Hilton’s structure supports its culture by helping to create similar service practices across its hotels. However, Hilton’s scale also creates a people-management challenge. In 2024, Hilton employed or managed around 181,000 people, with a further 311,000 people working in franchised properties. This means that maintaining the same culture, communication and service standards across such a large system may be difficult (Hilton Worldwide Holdings Inc., 2024).
One of the main strengths of Hilton’s structure is its global scale and strong brand portfolio. Porter (2008) explains that companies need strong positioning to compete in global markets, and Hilton’s wide range of brands allows it to target different types of customers. In addition, its asset-light model reduces financial risk and improves efficiency. This suggests that Hilton is well positioned to compete internationally. However, large organisations can sometimes be less flexible, which may make it harder to respond quickly to changes in customer needs or market conditions.
. [image: ]
Figure 3: Hilton brand portfolio and market positioning (2024)
Source: Hilton Worldwide Holdings Inc. (2024).
Figure 3 shows Hilton’s wide brand portfolio and competitors across different market segments. This helps Hilton target different customers, but it can also make quality and brand consistency harder to control.
Despite these strengths, there are also some weaknesses. Managing employees across a large global organisation can be difficult. Kilson (2025) highlights that employee retention is a major issue in hospitality. This suggests that Hilton may struggle to provide a consistent employee experience across all its properties. Differences in management, communication and support between hotels could affect employee satisfaction. This may also impact service quality, which is critical in the hospitality industry.
Hilton can be compared with Marriott, which is one of its main competitors. Both companies use similar business models based on management and franchise agreements, with very limited ownership of hotels. For example, Marriott owns less than 1% of its properties (Marriott International, Inc., 2025). This shows that both companies focus on growth through global expansion rather than owning assets.
However, they differ slightly in how they position themselves. Hilton focuses more on guest experience and service culture, while Marriott places more emphasis on scale and brand expansion. This comparison shows that Hilton and Marriott compete not only through size, but also through brand standards, employee culture and guest experience.
This comparison is useful because it shows that Hilton and Marriott do not compete only through size, but also through how they manage brand standards, employee culture and guest experience. For Hilton, the challenge is to keep the benefits of a flexible asset-light structure while still protecting service consistency across managed and franchised hotels.

[bookmark: _Toc229508017]Recent Change Initiatives: Impact and Management 
The hospitality industry is constantly changing due to technology, customer expectations and sustainability pressures. Sustainability is also a long-term issue for global hotel companies, as hotel groups increasingly use sustainability reporting to communicate environmental and social responsibility (Jones, Hillier and Comfort, 2014). Because of this, hotel companies need to adapt to remain competitive. Hilton has introduced several important change initiatives in recent years, especially in digital transformation and sustainability. These changes are not isolated actions, but part of its wider business strategy. According to Kotter (1996), successful change requires clear direction, strong leadership and the ability to embed new practices into daily operations. This framework is useful to analyse Hilton, as it helps explain how change is implemented across a large global organisation.
One of the most important changes introduced by Hilton is digital transformation. The company has invested heavily in digital tools such as the Hilton Honors app and Digital Key, which allow guests to check in, choose rooms and access their rooms using their smartphones. This change was mainly introduced to improve customer experience and respond to increasing demand for convenience and personalised services. According to Hilton’s reports, a large proportion of hotels now use Digital Key, showing that the initiative has been widely implemented across the organisation. This digital change is closely linked to Hilton Honors. In 2024, Hilton Honors had 211 million members, an increase of 17% from 2023. This shows that Hilton’s digital strategy supports loyalty, repeat business and more personalised customer experiences (Hilton Worldwide Holdings Inc., 2024).
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Figure 4: Hilton Honors app and Digital Key technology
Source: Hilton Worldwide Holdings Inc. (2024).
Figure 4 shows Hilton’s digital tools, including the Hilton Honors app and Digital Key. This supports the idea that Hilton is using technology to improve customer experience, increase convenience and encourage customer loyalty.
This suggests that digital transformation has improved efficiency and customer satisfaction. It has also helped Hilton reduce operational costs and improve service speed. However, implementing digital systems across a global network can be complex, as not all hotels may adopt technology at the same pace. This means that while the change has been successful overall, there may still be differences between locations.
From a change management perspective, Hilton’s digital transformation appears to follow Kotter’s (1996) model. The company identified the need for change based on customer expectations, introduced new systems such as Digital Key, and embedded them into daily operations. This suggests that Hilton has managed this change effectively, as it has become part of normal service delivery. However, Kotter also highlights the importance of communication and employee involvement. In a large organisation like Hilton, ensuring that all employees understand and use new systems correctly can be challenging.
Another major change initiative is Hilton’s sustainability strategy, known as Travel with Purpose. This programme focuses on reducing environmental impact and improving social responsibility. According to Hilton’s 2024 sustainability report, the company has reduced carbon emissions and water use across its global operations and has also invested in community initiatives. For example, Hilton has achieved significant reductions in emissions and waste, and has supported millions of people through social programmes. Hilton also uses LightStay, its own system for measuring progress towards Travel with Purpose goals. This is important because it shows that sustainability is monitored through data, rather than being only a marketing message (Hilton Worldwide Holdings Inc., 2024).
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Figure 5: Hilton sustainability performance and environmental impact (2023)
Source: Hilton Worldwide Holdings Inc. (2023).
Figure 5 supports this analysis by showing key sustainability results, including reductions in carbon emissions, water use and waste. This suggests that Hilton’s sustainability strategy is producing measurable improvements, although results may not be equal across all hotels.
This suggests that Hilton’s sustainability initiatives have had both operational and strategic impact. On an operational level, they help reduce costs related to energy and waste. On a strategic level, they improve the company’s reputation and align with global sustainability trends. However, implementing sustainability across a large global network can be difficult, especially when different countries have different regulations and resources. This means that results may not be fully consistent across all hotels.
The sustainability initiative also shows a clear link between change and long-term strategy. Hilton is not only using sustainability to improve its image, but also to reduce operational risks and respond to external pressures. For example, lower energy and water use can help reduce costs, while stronger environmental performance can improve stakeholder trust. However, this type of change is more difficult to manage than digital tools because it depends on local practices, suppliers, hotel owners and national regulations. This means that Hilton needs strong monitoring systems to make sure sustainability targets are applied consistently across its global network.
Hilton’s change initiatives can also be compared with competitors such as Marriott. Both companies are investing in digital transformation and sustainability, which shows that these are industry-wide priorities rather than changes affecting Hilton alone. Marriott also uses mobile technology and sustainability programmes to improve guest experience and reduce environmental impact. However, Hilton appears to connect its digital and sustainability changes closely with its overall brand identity, especially through Hilton Honors, Digital Key and Travel with Purpose. This suggests that Hilton is using change not only to improve operations, but also to strengthen its competitive position. At the same time, Marriott’s larger global scale means that Hilton must continue improving these initiatives if it wants to remain competitive in the long term.

[bookmark: _Toc229508018]Strategic Direction and Current Business Performance
Strategic management helps organisations use resources to achieve long-term objectives. This is relevant to Hilton because the company must manage its brands, technology, people and financial resources carefully to grow internationally and remain competitive (Kenton, 2023; Tucci, 2022).
Mintzberg’s (1987) view of strategy as a plan, pattern and position is useful for Hilton. Hilton’s strategy is a plan because it focuses on international growth, a pattern because it repeatedly invests in expansion, digital tools and brand development, and a position because it remains one of the leading hotel groups globally. However, rapid growth can make service consistency and operational control more difficult.
Hilton’s current strategic direction is mainly focused on global growth, brand expansion and a capital-efficient business model. The company continues to grow through an asset-light model, which means that it mainly uses management and franchise agreements instead of owning most hotels directly. This strategy allows Hilton to expand internationally without taking on all the costs of buying, building or maintaining hotel properties. According to Hilton Worldwide Holdings Inc. (2026), the company describes its model as fee-based, capital-efficient and resilient, with strong growth potential across global markets. This suggests that Hilton’s long-term objective is not only to increase the number of hotels, but also to grow in a way that protects profitability and reduces financial risk.
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Figure 6: Hilton development activity and pipeline (2024)
Source: Hilton Worldwide Holdings Inc. (2024).
Figure 6 shows Hilton’s expansion through hotel openings and its development pipeline, supporting its long-term growth strategy.
Another important part of Hilton’s strategy is brand expansion. Hilton has a wide brand portfolio that allows it to compete in different parts of the market, including luxury, premium, focused-service and extended-stay hotels. This is important because customers have different travel needs, budgets and expectations. By offering different brands, Hilton can attract business travellers, leisure guests, families and long-stay customers. This supports Porter’s (2008) view that companies need strong positioning in competitive industries. In Hilton’s case, its positioning is based on scale, brand variety and global recognition. This gives the company a strong competitive advantage, although it also means that Hilton must maintain consistent standards across many different brands and locations.
Hilton’s recent business performance suggests that this strategy is working well. In its 2025 results, Hilton reported net income of $1,461 million and Adjusted EBITDA of $3,725 million (Hilton Worldwide Holdings Inc., 2026). These figures show that the company is financially strong. Management and franchise fee revenues also increased by 6.4%, which is important because this is directly linked to Hilton’s asset-light strategy. This shows that Hilton’s business model is not only a strategic aim, but also a source of real financial performance. In addition, Hilton opened 97,000 rooms in 2025 and achieved net unit growth of 6.7% (Hilton Worldwide Holdings Inc., 2026). This suggests that Hilton is successfully turning its growth strategy into measurable results.
Non-financial performance is also important when evaluating Hilton’s current position. In hospitality, performance is not only measured through profit, but also through brand strength, customer experience, sustainability and digital engagement. Hilton’s continued investment in Hilton Honors, Digital Key and sustainability through Travel with Purpose suggests that the company is trying to create long-term value, not just short-term financial growth. This is important because modern hotel customers often expect convenience, personalisation and more responsible business practices. Booking.com (2023) shows that sustainability is becoming more important for travellers, while UNWTO (2023) also highlights the growing importance of sustainable tourism. Therefore, Hilton’s focus on digital services and sustainability supports its market positioning and helps the company respond to changing customer expectations.
External influences also affect Hilton’s strategy and performance. Economic uncertainty can reduce travel demand, increase operating costs and affect hotel development decisions. At the same time, the hospitality industry is influenced by wider trends such as digitalisation, labour shortages, sustainability expectations and competition from other hotel groups. Deloitte (2024) highlights the importance of efficiency, adaptability and brand strength in the hospitality sector. Hilton appears to be responding to these pressures through its asset-light model, digital transformation and sustainability initiatives. This suggests that the company is trying to remain flexible while continuing to grow.

[bookmark: _Toc229508019]CONCLUSION  
The analysis shows that Hilton’s asset-light model is one of its main strengths. By using management and franchise agreements instead of owning most hotels, Hilton can grow internationally with less financial risk. Its large size and wide range of brands also help the company compete in different markets. However, this also creates challenges. It can be difficult for Hilton to keep the same service quality, employee experience and culture across such a large global network.
The report also looked at Hilton’s recent changes, especially digital transformation and sustainability. Digital tools such as the Hilton Honors app and Digital Key show that Hilton is responding to new customer expectations and trying to make hotel operations more efficient. The Travel with Purpose programme also shows that sustainability is an important part of Hilton’s strategy. These changes seem to be managed quite well, but they need to be applied consistently across all hotels.
Finally, Hilton’s current strategy appears to be working well. Its financial results, room growth and large development pipeline support its long-term growth plans. Its focus on digital services, sustainability and brand expansion also helps Hilton stay competitive.
Hilton is in a strong strategic position. However, its future success will depend on how well it manages growth, keeps consistency and responds to external pressures.

[bookmark: _Toc229508020]RECOMMENDATIONS 
First, Hilton should place more attention on strengthening organisational culture across all of its properties, especially because managing such a large global network makes consistency harder to maintain. A strong culture helps employees understand shared values, expected behaviours and service standards. Schein (2010) explains that organisational culture is built around shared assumptions and values, while Gençer et al. (2021) shows that culture can directly influence job performance in hotel organisations. In Hilton’s case, this means that stronger cultural alignment across managed and franchised properties could improve service consistency and help connect everyday operations more closely with the company’s wider strategic goals.
Second, Hilton should continue investing in employee engagement, wellbeing and retention. One of the main issues identified in the report was that a large international structure can make it difficult to provide the same level of support across all locations. Green (2025) highlights the link between organisational culture and employee turnover in hospitality, suggesting that a more supportive environment can improve commitment and stability.  This matters even more in hospitality, where employee wellbeing has a direct effect on service quality and organisational resilience. Agarwal (2021) also shows that human resource practices play an important role in supporting staff during periods of pressure and uncertainty. Employee wellbeing is also important in hospitality because it affects service quality, motivation and staff retention (Saito, Brozović and Baum, 2025). For Hilton, this suggests that stronger wellbeing initiatives, better communication between properties and more staff development opportunities could improve both employee stability and operational performance.
Third, Hilton should strengthen knowledge sharing around digital tools and operational best practice. Its recent digital transformation has created clear opportunities, but the long-term value of these changes depends on how effectively employees use them in practice. Lim and Ok (2021) show that knowledge sharing in hospitality organisations can improve service delivery, problem-solving and overall efficiency. For that reason, Hilton would benefit from building stronger internal learning systems around digital tools, guest experience technologies and sustainability practices.
These recommendations are practical because they build on Hilton’s current strengths while also addressing some of the weaker areas highlighted in the report.
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