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Figure 1: Hilton Worldwide Holding Inc.
Source: (Hilton, 2025)
Hilton Worldwide Holding Inc. has been one of the most recognised and largest hospitality companies in the international hotel industry. The organisation was established in 1919 by an entrepreneur called Conrad Hilton and has expanded to become a multinational corporation with more than 7,000 properties spread across over 120 countries and territories. The Hilton brand includes multiple luxuries, full-service, and focused-service brands (Waldorf Astoria, Conrad, Hilton Hotels and Resorts, Double Tree and Hilton Garden Inn, Hampton by Hilton) with a diverse portfolio of brands. The firm has been functioning mainly under an asset-light business operational model, i.e. they pursue management and franchise contracts as opposed to holding property ownership, thus able to expand faster across the globe and operate at will.
The international hospitality sector is very competitive and pragmatic to economic cycles, geopolitical unpredictability, technological transformation and evolving consumer demands. Over the past few years, there has been a great amount of disruption in the sector with the digital transformation and online booking systems, artificial intelligence, the sustainability pressures, and most of the entire COVID-19 pandemic. International travel, lockdowns, and quarantine measures adversely affected the occupancy rates and hotel revenues all around the world. This has necessitated hospitality organisations to re-evaluate the models of operations, strategies to engage customers and how to be resilient in the long term.
The Hilton's mission is stated as follows: To be the friendliest company in the world, driven and motivated by its Enhanced experiences for guests, meaningful experiences for team members, high value to the owners, and beneficial impacts to the communities. The focus of its vision is on innovation, customer-centricity, sustainability, and digital progression. To support the establishment of closer customer relationships and operational efficiency, the organisation has allocated a lot of funds towards digital technologies (mobile check-in, digital room key, customer insights, AI-driven, and upgrades to loyalty programs (Hilton Honours)) to bolster the customer relationships and enhance the operational efficiency of the organisation.
The Hilton Worldwide Holdings Inc. is chosen as the target of this strategic change plan because of the scale of environmental challenges that the organisation experiences and the complexity. The aftermath of the pandemic, platform shaking, increased operational expenses, sustainability, labour, and competition challenges presented by sites such as Airbnb pose serious strategic challenges. As Change Manager, it is necessary to assess those forces and create a well-organised change plan to increase resilience, competitiveness, and long-term growth relying on the global presence of the company, the developed leadership structure, and the developing digital strategy of Hilton.
[bookmark: _Toc222875878]2. Environmental and Organisational Analysis
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Figure 2: PESTEL
Source: (Seyfi et al., 2023)
Political:
Hilton has a presence in over 120 countries, and thus it is very vulnerable to political stability, government rules, visa policies and international relations. Travel restrictions during COVID-19 have shown the extent to which the occupancy rates and the revenue streams could be adversely affected by political choices (Seyfi et al., 2023). The persistence of geopolitical conflicts and trade policies is still affecting international travel patterns and investment patterns of the hospitality industry.
Economic:
Macroeconomic conditions have a very high impact on the hospitality industry. Rising interest rates, fluctuations in the exchange rates and inflation raise the cost of doing business and influence the level of consumer spending of people. The shortage of labour in most areas has added pressure to the wage bill, whereas the failure in the supply chain has added pressure to procurement (Hughes et al., 2023). Since hotel accommodation is a discretionary product, the decline in the economy greatly decreases the demand for leisure and business travel.
Social:
The hotel experience is being changed by the changing consumer expectations. The new generation of travellers is interested in personalised services, flexibility in their booking, digital comfort and sustainability. The awakening to health and safety has escalated relative to the pandemic and demanded better standards of hygiene (Pennington-Gray and Lee, 2024). The generational changes and especially the Millennials and Gen Z generations are focusing on ethical business and being environmentally responsible, which affects the brand loyalty and reputation.
Technological:
One of the most important external forces exerted on Hilton is digital disruption. OTAs like Booking.com and Expedia make the prices more transparent and less direct customer relationships. Revenue management, personalised marketing, and demand forecasting are now primarily focused on the use of artificial intelligence (AI) and data analytics (Oteri et al., 2023). 
Environmental:
The hospitality industry is under pressure to meet sustainability requirements and expectations on ESG issues. Lower carbon emissions, energy efficiency and responsible sourcing are the expectations of governments and consumers (Nweje and Taiwo, 2025). Hilton should invest in green technologies and sustainable practices to comply with the requirements of the regulations and the brand image.
Legal:
It is necessary to adhere to the international labour laws as well as the health regulations, franchising contracts and the laws protecting data (e.g., GDPR). Lack of conformity can lead to both a reputation and penalty fines.
[bookmark: _Toc222875880]2.2 Internal Environment Analysis: SWOT
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Figure 3: SWOT
Source: Self Made
Strengths:
Hilton boasts of a well-travelled brand collection and customer loyalty as a Hilton Honours member. Its business model has been based on the asset-light approach to enable it to be operationally flexible and enable international expansion at lower capital risk (Verawati et al., 2023). Coherence to the quality of service and consistency is backed by strong leadership and defined levels of operational standards.
Weaknesses:
The reliance on international travellers hurts Hilton by opening up the company to economic shocks. Franchise partners may be a constraint on the control of service consistency due to high operational costs (Evans, 2024). OTAs also render commission dependence, which slashes profit margins.
Opportunities:
The digital transformation and the customer personalisation suggested by artificial intelligence offer the possibilities to improve customer experience and efficiency of the functioning process. Competitive positioning can be reinforced with expansion into emerging markets and sustainable tourism projects (Damiasih, 2025). There is also diversification potential brought about by growth in experiential and lifestyle travel.
Threats:
Price pressure is significant due to the high level of competition that only exists with Marriott, IHG and other platforms such as Airbnb. Economic shocks, labour unavailability, and the break-in of technology are continuing threats. This is because it is a constantly evolving consumer preference that necessitates innovation.
[bookmark: _Toc222875881]2.3 Triggers for Change
Hilton is going through a number of major triggers that require strategic change. The first one is the use of rapid digital disruption in the hospitality industry, which has changed the behaviour of customers towards booking, where online travel agencies and price comparison websites have made the industry more transparent and competitive. Such a move diminishes direct contact with customers and squeezes the profit margins. Second, the accelerating adoption of Artificial Intelligence (AI) within revenue management, customer analytics and personalised marketing requires constant technological investment to stay competitive (Harb, 2025). Those organisations that will not implement advanced digital systems will run the risk of being inefficient in their operations, and their relevance to the market will decrease.
There is increased sustainability pressure on regulators, investors and consumers who are concerned with the environment. Hilton needs to support its business activities with the ESG norms and carbon mitigation goals to safeguard the brand image and investor confidence (Kolesárová et al., 2026). Lastly, the end of the pandemic impacted the nature of travel, the supply and health needs of the workforce. Such intertwined forces lead to the need to be strategic and innovative in leadership and in a manner that would support long-term business competitiveness and profitability.
[bookmark: _Toc222875882]3. Review and Evaluation of Change Management Models
The strategic change in Hilton must be guided towards a structured program of theoretically-informed frameworks since the change is global and is confronted by complex stakeholders and exposure to digital disruption. This segment analyses and critiques the Three-Step Model, Eight-Step Model, the ADKAR model, and McKinsey 7S Framework, and reasons in support of a hybrid model that would be applicable in the strategic change process at Hilton.
[bookmark: _Toc222875883]3.1 Lewin's Three-Step Model
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Figure 4: Lewin's Three-Step Model
Source: (Kulkov et al., 2024)
Kurt Lewin developed the model of change in three stages: unfreeze, change and refreeze. The unfreezing phase makes the need to change known, and the status quo is questioned, and the employees are mentally ready to change. In the case of Hilton Worldwide Holdings Inc., it would be the essence of conveying the urgency driven by online competition, AI implementation, and an increase in sustainability demands (Kulkov et al., 2024). The next stage is the change stage, which is aimed at the implementation of new systems and new behaviours, such as AI-driven revenue management, automation, and more advanced customer personalisation tools.
The last phase, refreezing, focuses on stabilising the organisation through implementing new practices into the culture and mechanisms. Hilton works in the dynamic world market with the need to keep up with the changes. The concept of refreezing might not work in such an environment. Even though the model by Lewin comes in handy in understanding psychological factors involved in change, it might be overly linear in the long-term strategic requirements of Hilton (Equenot, 2024).
[bookmark: _Toc222875884]3.2 Kotter's Eight-Step Model
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Figure 5: Kotter's Eight-Step Model
Source:
John Kotter refined the ideas put forward by Lewin and developed eight steps of change: the urgency stage, the guiding coalition, the vision development and communication, employee empowerment, short-term wins, sustaining winning, and embedding change within the organisational culture. This systematic method is the most applicable to Hilton Worldwide Holdings Inc., considering the multinational staff and highly complex environment of stakeholders (Bencivenga, 2002). Creating a sense of urgency related to digital disruption and sustainability with the help of the cross-functional leadership body may reinforce the alignment and momentum by delivering visible short-term success.
But the Kotter model is also criticised as being top-down and leadership-oriented. Centralisation to a high degree can inhibit the participation of employees in an organisation such as Hilton, which is a large organisation (Sivadasan, 2025). Its linear nature can also compromise the agility in dynamic markets. The framework provides an easy-to-follow guide for the oversight of a colossal strategic change.
[bookmark: _Toc222875885]3.3 ADKAR Model
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Figure 6: ADKAR Model
Source: (Mahalakshmi and Bharath, 2025)
The ADKAR model is a person-level change and has five elements, namely, Awareness, Desire, Knowledge, Ability, and Reinforcement. In comparison with Lewin and Kotter, who work at the organisational level, ADKAR focuses on employee adoption.
This model is very topical in the case of Hilton in terms of the implementation of technological transitions like AI systems or digital check-ins (Mahalakshmi and Bharath, 2025). The workers need to realise why change is needed (Awareness), desire to be involved (Desire), be trained (Knowledge), be able (Ability) and maintain the behaviour (Reinforcement).
Its practical emphasis on employee-related engagements and resistance management is the strength of ADKAR. It is not more in-depth in terms of strategic analysis, and it does not cover the external environmental pressure in all aspects. ADKAR can be effective in the implementation of the operations, but not in achieving this goal at a large scale (Setiawan and Fitriany, 2025).
[bookmark: _Toc222875886]3.4 McKinsey 7S Framework
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Figure 7: McKinsey 7S Framework
Source: (Bock and Von der Oelsnitz, 2025)
The McKinsey 7S Framework considers seven elements in an organisation that rely on each other, and they include strategy, structure, systems, shared values, skills, style and staff. It focuses on the correspondence of these aspects to ascertain successful change.
The model is especially useful in the case of Hilton since the digital transformation and sustainability activities influence various organisational dimensions. The use of AI has effects on systems, employee competency, leadership approach and strategic direction (Bock and Von der Oelsnitz, 2025). The framework helps in ensuring change is not solitary, but it is incorporated throughout the organisation.
The 7S model is more of a diagnostic model as opposed to a procedure. It shows some areas of significant illegality but fails to specify specific measures to be taken. Hence, it will need to be coupled with a more detailed change process.
[bookmark: _Toc222875887]3.5 Justification of a Hybrid Model
Since Hilton is operating on a large scale, internationally and being subject to the constant environmental change, it cannot be classified within just one of the models. Being hybrid is thus most suitable. The Eight-Step Model by Kotter offers strategic guidance and a leadership framework to undergo an enormous transformation (Carreño, 2024). The McKinsey 7S Framework makes sure that there is internal fit between aspects of an organisation. Meanwhile, the ADKAR model tackles the level of adoption and resistance among the employees.
The concept of unfreezing created by Lewin does not become obsolete, as it is still beneficial in the context of establishing urgency, although the notion of refreezing must be changed to indicate the aspect of continuous improvement instead of stability (Khaw et al., 2023).
Combining these models, Hilton will be able to handle change strategically, structurally and behaviourally. This hybrid solution promotes both long-term change and operational efficiency, which would create resilience in an industry that is highly competitive and digitally oriented to the hospitality industry.
[bookmark: _Toc222875888]4. Leadership and Organisational Culture in Change
Skilled leadership and organisational culture are very instrumental in making or breaking strategic change initiatives successful or not. Due to the global nature of an organisation, like Hilton, the way the organisation is led has a direct impact on employee engagement, organisational adaptability and commitment and the organisational culture has an impact on how the organisation interprets and entrenches change (Lewis, 2025).
[bookmark: _Toc222875889]4.1 Leadership Styles in Managing Change
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Figure 8: Leadership Styles in Managing Change
Source: Self Made
Transformational Leadership:
Transformational leadership emphasises vision, motivation and empowerment of the employees. Leaders are innovation pioneers; they bring forth assumptions and cultivate collective purpose. Transformational leadership is particularly applicable in the case of Hilton in how it reacts to the digital disruption and sustainability issues (Lewa et al., 2022). The use of AI technologies and innovations in services will necessitate employees to shift towards the innovation of traditional hospitality practices. Transformational leaders are able to spread a skilful digital vision, promote innovation and develop emotional dedication to change. Long-term strategic alignment and cultural adaptation are promoted by this style. 
Transactional Leadership:
Transactional leadership stresses performance control, line and area structures, and supervision and reward systems. It is concerned with compliance, performance and work accomplishment. Transactional leadership helps to keep standards in the event of change in the hospitality industry, where the quality of service and consistency in the functioning of the change are critical factors (Dong, 2023). Continuous development of new finds of digital systems or health and safety, systematic training, and monitoring of performance are required. But transactional leadership in itself can be a cause of restricted innovation and intrinsic motivation. The result of excessive control-based leadership can lower creative efforts as well as resistance management in employees when strategic transformation is required.
Situational Leadership:
According to situational leadership, a leader should change his or her style based on the competence and commitment of subordinates. This strategy is very applicable to the diverse workforce that Hilton has across the world. Front office employees, IT specialists and managers may need new management at different levels (Mardikaningsih and Darmawan, 2022). Directive leadership could help employees who are not well oriented in systems of AI since they might need directive leadership at the outset where on the other hand experienced managers might need delegative leadership. Situational leadership boosts security and adaptability, especially where the entity is operating in a multinational environment. 
On the whole, the transformational leadership style seems to be best applicable when initiating a large-scale strategic change at Hilton, although it should be reinforced by the operationally relevant transactional mechanisms and the flexibility to respond to the diversity of the workforce.
[bookmark: _Toc222875890]4.2 Organisational Culture and Its Impact on Change
Organisational culture significantly influences how change is accepted and sustained.
Schein's Model of Organisational Culture:
There are three levels of culture that Schein outlines: artefacts, espoused values and underlying assumptions. At Hilton, brand standards, service rituals and global operational procedures are artefacts. The Espoused values focus on hospitality, teamwork, and customer satisfaction. There are assumptions that are usually based on service excellence and brand reputation (Asare Obeng et al., 2025). In the course of digital transformation, congruence between these layers of culture is critical. When there are organisational assumptions that collapse to technological change, implementation is likely to fail in spite of structural changes that are apparent. 
Hofstede's Cultural Dimensions:
Being a multinational corporation, Hilton is acting in a variety of national cultures. The Hofstede model brings out the fact that there is a difference in individualism, uncertainty avoidance, and power distance. In particular, directive leadership can be anticipated in high power distance cultures, whereas participative leadership can be anticipated in low power distance cultures (Sunarso et al., 2024). The level of uncertainty avoidance may also influence resistance to change. Cultural diversity is an important aspect to understand when adopting global strategies in digital and communication, and leadership styles are culturally sensitive.
Handy's Cultural Types:
Handy recognises power, role, task and person cultures. Hilton is traditionally a replica of role culture, having established structures, procedures and service standards. This is beneficial in terms of consistency but can be detrimental in terms of flexibility in the event of innovation (Nikčević and Pavićević, 2024). Shifting to a more task-oriented culture where teamwork and problem-solving are promoted would improve flexibility to differences in digital disruption and sustainability requirements.
[bookmark: _Toc222875891]5. Proposed Strategic Change Management Plan
To become a stronger competitor, increase the digitalisation and scale sustainability performance, Hilton should implement a detailed and proactive strategic change model. The specified change is aimed at speeding up the process of digitalisation by including AI and improving direct booking systems, incorporating sustainability practices into worldwide operations.
[bookmark: _Toc222875892]5.1 Change Vision and Objectives
Vision:
To emerge as a digitally sophisticated, customer-focused and sustainable global hospitality company, manufacturing customised guest experiences, and at the same time ensure operational efficiency.
Strategic Objectives:
Gain 25% online direct booking in three years to decrease the dependence on third-party online travel agencies.
Implement AI-powered revenue management and customer personalisation systems in all key properties in two years (Baburao et al., 2026).
By 2022, cut the operational carbon emissions by fifty per cent through energy-efficient systems and sustainable sourcing.
Enhance departmental digital competencies by ensuring 90% of the employees have been certified on digital skills to meet training programme targets (Carnall, 2014).
Get the customer satisfaction scores to improve by 15% by incorporating improved online services and personalised experiences.
These goals fall under the competitiveness in the long-term of Hilton, brand maintenance, and operational resilience.
[bookmark: _Toc222875893]5.2 Stakeholder Analysis
To successfully carry out change, it is necessary to comprehend the interests and the influence of stakeholders.
Board of Directors: This should be highly influential and of high interest. Fearing profitability, brand worthiness and overall stability. Will be required to approve financial investment and strategy.
Senior Management: Influence and interest are high. In charge of execution and coordination between regions (Xinyu, 2023).
Employees: Medium to high interest. May feels uncertain about the automation of technology. Needs interaction, communication and encouragement.
Customers: Indirect, although strong influence. Look forward to smooth digital offerings, high pricing and green practices (Sun and Nasrullah, 2024).
Franchise Owners: High influence. Managers worry about the ROI and the operational effect resulting from change.
The Suppliers and Technological Partners: Medium influence. Important to both AI installation and AI maintenance enhancements (Grant, 2025).
The engagement strategy should be different in both groups, which should entail transparency, participation, and mutual benefit.
[bookmark: _Toc222875894]5.3 Implementation Framework
A phased hybrid implementation framework is recommended:
Phase 1 – Creating Urgency and Alignment:
The strategic necessity to change due to digital competition, AI disruption and sustainability pressure should be communicated. Develop a trans-functional change leadership team.
Phase 2 - System Design and Pilot Testing:
Install AI-based pricing systems and online room booking for some flagship properties. Perform a sustainability audit and identify where energy reduction is needed.
Phase 3 - Training and Capability Development:
Convey skills training to employees online. Introduce a culture of being innovative through leadership sessions (Cetinkaya and Surucu, 2025).
Phase 4 - Full Rollout and Integration:
Expand the application of AI systems and sustainability in a foreign property. Combine the digital with the HR systems, the performance management and reward systems.
Phase 5 - Continuous Improvement:
Install performance checking processes to perform performance checks and operation optimisation.
This structured approach reduces resistance and operational disruption.
[bookmark: _Toc222875895]5.4 Communication Plan
Clear communication is essential to minimise uncertainty and resistance.
Internal Communication:
· CEO announcement outlining strategic vision
· Regional leadership briefings
· Interactive town hall meetings
· Digital newsletters and internal platforms
· Ongoing training sessions
Communication must emphasise benefits such as career development, improved efficiency and competitive positioning.
External Communication:
· Press releases highlighting sustainability commitments
· Social media campaigns promoting digital innovation
· Direct communication with franchise partners
· Investor briefings explaining financial rationale
· Consistent messaging reinforces trust and transparency.
[bookmark: _Toc222875896]5.5 Financial and Resource Plan
The strategic change requires investment in:
· AI software development and integration
· IT infrastructure upgrades
· Employee training programmes
· Sustainability technologies (energy-efficient systems, waste reduction systems)
The budget source will be capital expenditure budgets and strategic reserves of reinvestment. It is expected to yield financial returns by:
· Reduced OTA commission costs
· Increased direct booking margins
· Improved operational efficiency
· Long-term energy cost savings
The strategy is a gradual investment which guarantees management of financial risk and realisation of measurable turnover in three to five years.
[bookmark: _Toc222875897]5.6 Risk Assessment and Mitigation
Risk 1: Employee Resistance
Mitigation: Rapid involvement, education, open interaction and participation in pilot test.
Risk 2: Technology Implementation Failure
Mitigation: Partner with experienced technology providers and conduct pilot testing before full rollout.
Risk 3: Financial Overrun
Mitigation: Phased investment approach and continuous budget monitoring.
Risk 4: Cybersecurity Threats
Mitigation: Enhance security of data and adherence to international data stipulations.
Risk 5: Franchise Partner Opposition
Mitigation: Provide clear financial projections and shared value incentives.
Proactive risk management reduces uncertainty and enhances success probability.
[bookmark: _Toc222875898]5.7 Evaluation and KPIs
To measure success, Hilton will monitor key performance indicators including:
· Percentage increase in direct bookings
· AI adoption rate across properties
· Customer satisfaction scores
· Employee digital competency certification rates
· Carbon emission reduction levels
· Revenue growth and profit margin improvement
Quarterly performance reviews and annual strategic assessments will ensure accountability and continuous refinement.
[bookmark: _Toc222875899]6. Discussion and Critical Reflection
There are several strengths that are suggested to accompany the strategic change plan. It also follows a step-by-step and in-depth implementation plan, which means little operational reorganisation and slow adoption of AI systems and sustainability initiatives. The hybrid model is a combination of strategic alignment as a leader and individual-level engagement which is more probable to result in effective adoption (Woods, 2023). The scheme aligns with the financial goals of digital innovation and ecological responsibility, which will make it become competitive both in the short and long run. Viability of the KPIs contributed to their responsibility and the performance can be tracked at any point in time.
There are also shortcomings of the plan. The transition to digital at the large scale requires a huge investment and the profitability may not be instant. Reliability of technology and cyber security risks is also questionable. Although training programmes are suggested, there are still chances that an employee can feel resistance due to fear of automation or losing their job (Cieslak, 2025). The difficulty of coordinating the change process through Hilton's global properties can result in discrepancies in change implementation.
Ethically speaking, AI and data analytics should be more focused on privacy and the transparency of data. Hilton should make sure that it adheres to international standards concerning data protection and the monitoring of employees (Carnall, 2014). The leadership has to be ethical so as to ensure that trust and fairness are upheld in the transformation process.
The suggested carbon reduction and energy efficiency projects are a positive factor in environmental responsibility in terms of sustainability. Nonetheless, sustainability initiatives should not be symbolic but genuine, whereby quantifiable environmental change is provided as opposed to a reputational brand. On the whole, the change plan is well-calculated but needs to be led by adopting adaptive leadership, ethical governance and current evaluation to guarantee long-term success.
[bookmark: _Toc222875900]7. Conclusion
This report has identified the strategic issues of Hilton in the global hospitality environment that is changing at an alarming rate. The external analysis revealed that there were major pressures due to the digital disruption, artificial intelligence, online booking competition, sustainability expectations and post-pandemic market shifts. On the inside, although Hilton is enjoying a high brand equity, international presence and operating standards, it is exposed to weaknesses associated with technological dependence, high operational cost and rise in competition. These organisational and environmental circumstances are a clear indication of the need to have systematic and active strategic change.
Analysis of the change management model indicated that no one theory can facilitate the multifaceted change of Hilton. An integrated approach of both structured leadership guidance, organisational orientation and participation at the employee level will offer the most appropriate channel to successful implementation. Leadership style and organisational culture were placed as the key indicators of successful change, and transformational leadership that is underpinned by a flexible and innovation-oriented culture is necessary to promote long-term changes.
The strategic change plan offered suggests an accelerated pace in the incorporation of AI, enhancing the direct booking system, and incorporating sustainability and investments in the digital capabilities of the workforce. Well-defined goals, implementation phases, stakeholder involvement, cost and risk management measures have been projected to make it viable and responsible.
It is suggested that to assist in cultural change, the Board should give approval to gradual investment in digital infrastructure, emphasise integration of sustainability in all its operations worldwide and empower leadership development. Focusing on this strategic roadmap enables Hilton to increase competitive advantage, operational strength and profitability in a more digital and environmentally hostile marketplace.
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