
Analysis and Critical Evaluation of Organisational Theories Applied to Hilton Hotel Group
Report


Student Name: Bogdan Ion Vidoi
Student ID: 2209545
Lecturer: Lola Villard-Coles 
Submission date: 29/05/2024 
Module name: Management & Organisational Behaviour 
Module code: BMIH5004
Word Count: 2155 (without in-text citations)



Executive Summary

The report provides an in-depth analysis of Hilton Hotel Group’s organisational behaviour, culture, and strategic direction. It highlights how Hilton fosters a supportive and innovative work environment by applying theories like Maslow’s hierarchy of needs, Herzberg’s Two-Factor Theory, McGregor’s Theory Y, and Schein’s Organisational Culture Model. Hilton operates within a divisional organisational structure, characterised by geographic and brand-specific divisions, centralised leadership, and functional specialisations, enabling effective global operations management. Hilton’s strategic direction emphasises growth, innovation, and sustainability, shaped by market trends, technological advancements, and stakeholder expectations. The company’s expansion strategy, involving new openings and acquisitions, has enhanced its global presence and diversified its portfolio. Investing in advanced technologies has improved operational efficiency and guest satisfaction, ensuring competitiveness in a tech-driven market. Commitment to sustainability programs has positively impacted the environment and strengthened brand loyalty (Rosenbaum et al., 2018). Additionally, Hilton’s focus on talent development through comprehensive training programs has resulted in a skilled workforce, higher employee retention, and improved service quality. 
Hilton’s change management is effective and driven by a structured approach, clear communication, and employee involvement, though addressing employee resistance and resource allocation remains crucial. The company’s HILTON values—Hospitality, Integrity, Leadership, Teamwork, Ownership, and Now—foster a positive work environment and strong relationships with employees and guests.
Porter’s Five Forces analysis reveals that Hilton operates in a highly competitive environment with significant rivalry from brands like Marriott and Hyatt. The threat of new entrants is moderate due to high capital requirements, and Hilton’s established market position helps deter newcomers. Hilton’s strategic focus on expansion, technology, sustainability, and talent development is praised; however, improved risk management and market analysis are advised. Hilton’s commitment to excellence and innovation positions it for continued success in the global hospitality market.
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Introduction
Hilton Hotel Group, a global leader in the hospitality industry, is known for its strong organisational culture and strategic initiatives. With a diverse portfolio of 23 world-class brands ranging from luxury to focus-service hotels, it boasts an award-winning customer loyalty program, Hilton Honors. The report aims to analyse, assess, and critically evaluate different organisational behaviour theories that apply to the Hilton Hotel Group, particularly within the U.K. It will also examine the organisation’s culture, goals, recent change initiatives, and the effectiveness of these changes. Additionally, the report will assess the group’s strategic direction and decision-making processes.

1. Hilton Hotel Group’s Organisational Structure
Hilton’s Approach
Hilton’s organisational structure is primarily divisional, emphasising geographic regions and brand-specific management with clear lines of authority within divisions, focusing on managing geographic regions independently, with no dual reporting and with functional support within these divisions (Hilton, 2024). This structure allows for flexibility and responsiveness to local market conditions and ensures consistent brand standards across properties (Mullins, 2019; Chinue, 2023).
While Hilton might incorporate some elements of a matrix structure, particularly for specific projects or cross-functional initiatives, its core organisational design aligns more closely with a divisional structure. This approach effectively supports its vast global operations and diverse brand portfolio (Buchanan & Huczynski, 2019; Mullins, 2019). The main characteristics of Hilton’s divisional structure include:

1.1. Geographic Divisions
Hilton’s operations are segmented into geographic regions such as Americas, Europe, Middle East and Africa, and Asia Pacific (Hilton, 2024). Each region has its own management team responsible for operations, marketing, and business development tailored to local markets (id.).
1.2.	Brand-specific Divisions
Hilton’s diverse portfolio of brands (23), like Waldorf Astoria, Hilton Hotels & Resorts, DoubleTree, and Hampton by Hilton, etc., are managed within their own specific divisions. Each division maintains brand standards, marketing strategies, and customer experiences (Hilton, 2024; Rosenbaum et al., 2018).
1.3.	Functional Divisions
Hilton employs functional divisions within each geographic and brand division, which include finance, human resources, marketing, operations, and technology. These divisions ensure specialised support and expertise across the organisation (Mullins, 2019; Chinue, 2023). Each functional division has its own hierarchical structure.
1.4.	Centralised Leadership
The brand-specific and functional division indicates multiple levels of management within each division and region. At the top of the structure, Hilton maintains a centralised leadership team that includes the CEO, COO, CFO, and other senior executives. This team provides strategic direction and oversight for the entire organisation (Hilton, 2024). The span of control within each division and function can vary. Still, given the size and complexity of Hilton’s operations, managers likely oversee a reasonable number of direct reports, potentially leading to more layers of management.
6.5. Flexibility and Local Adaptation
The divisional structure allows Hilton to be flexible and responsive to local market needs and conditions (Hilton, 2024). Regional and brand-specific managers have the autonomy to make decisions that best suit their markets while aligning with the overall corporate strategy (id.).
Based on these characteristics, Hilton Hotel Group’s organisational structure can also be considered as a tall structure (Mullins, 2019; Buchanan & Huczynski, 2019)  for several reasons:
Multiple Levels of Management: Hilton’s geographic and brand-specific divisions, centralised leadership, and functional divisions create multiple management layers. Each layer oversees different aspects of operations, from regional managers to brand managers and functional heads.
Narrow Span of Control: The complexity and scale of Hilton’s operations necessitate a more controlled span of control, where managers directly supervise a manageable number of employees, leading to more hierarchical layers.
Hierarchical Organisation: Decisions and strategic directives flow from the top (centralised leadership) down through the various levels of regional, brand, and functional management.
Formal Communication Channels: Given the hierarchical nature, communication within Hilton likely follows formal channels, ensuring that messages and decisions are appropriately conveyed through the ranks.
This structure helps manage the complexity and scale of Hilton’s global operations, ensuring effective oversight and control across its diverse geographic regions and brand portfolios (id.).
6.6.  Advantages of Hilton’s Divisional Structure
Hilton’s divisional structure allows each geographic division to focus on local market needs, improving customer service and market penetration. Managing each brand separately ensures consistent brand standards and guest experiences across properties (Chinue, 2023). Additionally, functional divisions provide specialised support and expertise, enhancing overall operational efficiency.
1.7	Challenges of Hilton’s Divisional Structure
Hilton’s divisional structure presents several challenges. Managing multiple divisions can increase complexity, potentially hindering coordination and communication. There is also a risk of duplicating efforts across different divisions, leading to inefficiencies. Additionally, ensuring optimal resource allocation across various divisions can be challenging, requiring careful planning and management (id.).
Overall, Hilton’s divisional organisational structure supports its global operations by allowing flexibility, maintaining brand integrity, and fostering specialised expertise, all of which contribute to its success in the competitive hospitality industry.
 
2. Organisational Behaviour Theories and Hilton Hotel Group
2.1.	Maslow’s Hierarchy of Needs
According to Maslow’s theory (Robbins & Coulter, 2018), human needs are organised hierarchically, starting from basic physiological needs and culminating in self-actualisation. Hilton has applied this theory by establishing an atmosphere that meets the fundamental requirements of its employees, such as offering competitive salaries, ensuring safe working conditions, and providing opportunities for career growth. Hilton prioritises the well-being of its employees by offering competitive compensation and comprehensive health benefits. Ensuring the safety and security of employees is a top priority for the company. Hilton creates a strong sense of community and belonging by organising team-building activities and providing a supportive work environment. Recognition programmes and career advancement opportunities are implemented to enhance employees’ self-esteem. Hilton fosters personal and professional growth by offering a range of continuous learning and development programmes (CIPD, 2023; Bohlander & Snell, 2013). 
2.2.	Herzberg’s Two-Factor Theory
Hilton has effectively implemented Herzberg’s theory (Robbins & Coulter, 2018),  which classifies job satisfaction factors into hygiene factors and motivators. By addressing hygiene factors, Hilton ensures competitive pay, job security, and favourable working conditions, laying the foundation for employee satisfaction. Additionally, Hilton focuses on motivators by providing opportunities for achievement, recognition, and professional growth. This dual approach enhances overall job satisfaction and motivation, promoting a positive work environment and fostering employee engagement and retention (id.; CIPD, 2023).
2.3.	McGregor’s Theory X and Theory Y
McGregor’s theory contrasts two types of managerial beliefs: Theory X (authoritarian) and Theory Y (participative). Hilton embraces Theory Y by encouraging a participative management style, fostering innovation, and empowering employees (Mullins, 2019).
2.4.	Schein’s Organisational Culture Model
   Schein’s model (2017) identifies three levels of organisational culture: artefacts, shared values, and basic underlying assumptions. Hilton’s culture is reflected in its visible artefacts (luxurious hotels, professional staff), espoused (shared) values (customer service excellence, teamwork), and underlying assumptions (commitment to hospitality and guest satisfaction). Edgar Schein (2017) argues that leadership involves creating and managing culture, a distinct aspect of leadership. Although leaders shape culture, it also evolves as a group learning process. As they collaborate, group members share beliefs and values (id.). 
		[image: A Practical Guide to Edgar Schein’s three levels of organizational ...]
Figure 1. Edgar Schein’s three levels of organisational culture

3. Organisational Culture at Hilton Hotel Group
Hilton’s organisational culture is characterised by its commitment to hospitality, customer satisfaction, and employee engagement (Hilton, 2024). Guided by the core values of Hospitality, Integrity, Leadership, Teamwork, Ownership, and Now (HILTON) (Hilton, 2024), the company prioritises providing exceptional guest experiences, upholding high ethical standards, leading with vision, collaborating effectively, taking responsibility for actions, and acting with urgency. Culture influences ethical decision-making (Lee & Carter, 2012). These values manifest in Hilton’s dedication to high-quality service and strong relationships with employees and guests. They foster a positive work environment culture, encouraging employees to take pride in their roles and contribute to the company’s success (Buchanan & Huczynski, 2019).

4.  Organisational Goals
Hilton’s primary goals include expanding its global presence, enhancing guest satisfaction, and fostering a culture of innovation and sustainability. These goals translate into initiatives such as increasing the number of hotels and resorts to capture a larger market share (CIMA, 2018; Hilton, 2024), continuously improving service quality to exceed guest expectations, Implementing cutting-edge technologies to streamline operations and enhancing guest experience and adopting eco-friendly practices to minimise environmental impact (id.; CIM, 2005; Lee & Carter, 2012).

5. Recent Change Initiatives
Hilton has undertaken several change initiatives to adapt to the evolving hospitality industry. The digital transformation (Johnson, 2017; Hilton, 2021) includes digital check-in/check-out, mobile room keys, and a comprehensive guest app, enhancing convenience, reducing costs, and improving efficiency. This transformation was facilitated through strategic technology partnerships (Hilton, 2024; Hooley et al., 2012) and extensive staff training, benefiting both staff and guests with more efficient processes.
Sustainability initiatives, like the Travel with Purpose program (Hilton, 2023),  focus on reducing carbon footprint, water conservation, and waste management. These initiatives integrate into operations with clear targets and regular progress reports to improve brand image, generate cost savings, and ensure compliance with environmental regulations (Griseri & Seppala, 2010). Hilton’s Diversity and Inclusion strategy (Slovak, 2018) also promotes a diverse workforce and inclusive culture through diversity panels, employee resource groups, and comprehensive training, aiming to improve employee morale, enhance the company’s reputation, and align better with market demographics (CIPD, 2023; Paton  & McCalman, 2008).
 
6. Strategic Direction and Decision Making
Hilton’s strategic direction emphasises growth, innovation, and sustainability, shaped by market trends, technological advancements, and stakeholder expectations (Sanchez, 2019). The company’s expansion strategy involves new openings and acquisitions, enhancing its global presence and diversifying its portfolio (Hilton, 2024; Hooley et al., 2012). By investing in advanced technologies, Hilton has improved operational efficiency and guest satisfaction, staying competitive in a tech-driven market (CIMA, 2018; Johnson, 2017).
Additionally, Hilton’s commitment to sustainability and ambitious environmental goals has positively impacted the environment and strengthened brand loyalty among eco-conscious guests (Campbell et al., 2011; Lee & Carter, 2012; Hilton, 2023). The focus on talent development through staff training programs has resulted in a skilled workforce, higher employee retention, and improved service quality (CIPD, 2023).
The Boston Matrix (CIM; Wilson & Gilligan, 2005) shows Hilton Hotels & Resorts, such as Waldorf Astoria, LXR Hotels & Resorts and Conrad Hotels & Resorts, as Stars, enjoying strong market growth and high market share. Hampton by Hilton stands out as a Cash Cow, with consistently high market share and stable growth. Canopy by Hilton is identified as a Question Mark, having growth potential but currently holding a low market share. Embassy Suites, categorised as a Dog, faces low growth and market share amidst competition. This analysis helps Hilton strategically allocate resources to maximise brand performance and market positioning.
This matrix helps in strategic decision-making for resource allocation among different brands.
Porter’s Five Forces analysis (Campbell et al., 2011; Wilson & Gilligan, CIM, 2005)  reveals key insights into Hilton Group’s strategic direction. Competitive rivalry is intense, with numerous competitors like Marriott and Hyatt. Hilton Hotels & Resorts leverages its strong brand reputation and global presence to maintain its edge. The threat of new entrants is moderate due to high capital requirements and established brand loyalty. Brands like Hampton by Hilton use their market position to deter newcomers. Supplier bargaining power is low, as Hilton’s broad supplier base ensures consistency and quality, benefiting brands like DoubleTree by Hilton. However, customer bargaining power is high because of the many alternatives and price sensitivity. Tru by Hilton addresses this by offering budget-friendly options. The threat of substitutes, such as Airbnb, is moderate, prompting luxury brands like Conrad Hotels & Resorts to provide unique experiences. Overall, Hilton’s strategic direction focuses on differentiating its brands to cater to diverse market segments, from luxury to budget, enhancing competitiveness and customer loyalty.
[image: A diagram of a company's five forces
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Figure 2. Porter's Five Forces diagram
7.1.	Effectiveness of Change Management
Hilton’s change management has generally been effective, thanks to its structured approach, clear communication, and employee involvement (Hayes, 2022). However, areas for improvement remain, particularly in addressing employee resistance to change. Continuous support from management and open communication is crucial to overcoming this resistance (Hodges, 2021; Paton  & McCalman, 2008). Additionally, ensuring adequate resources and support for implementing changes can enhance the effectiveness of Hilton’s initiatives (id.).
[image: A diagram of a change management
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Figure 3. Change Management Process
7.2.	 Impact of Strategic Decisions and Cultural Alignment
Hilton’s strategic decisions have driven growth, innovation, and sustainability. Yet, market risks, such as economic fluctuations and cultural differences, pose challenges when expanding into new markets. Thorough market research and risk assessments are essential to mitigate these risks (Hooley et al., 2012). Technological advancements require substantial investment and maintenance, balancing innovation and cost considerations (CIMA, 2018). Hilton’s organisational culture aligns well with its strategic goals, fostering a supportive and innovative environment. However, maintaining this alignment during periods of significant change requires continuous effort.

8. Recommendations
8.1. Enhance Change Management
To enhance change management, Hilton should strengthen communication channels to address employee concerns and provide regular updates on change initiatives (Paton & McCalman, 2008). Establishing support systems, such as mentorship programs and feedback mechanisms, will assist employees during transitions and ensure a smoother adaptation process (Hodges, 2021).
8.2.  Risk Management
For improved risk management, Hilton should conduct comprehensive market analyses to identify potential risks and opportunities in new markets (Keegan & Green, 2015). Developing contingency plans will help address unexpected challenges and minimise disruptions, ensuring the company remains resilient in market fluctuations (CIM, 2005).
8.3.  Sustainability Initiatives
Hilton should encourage innovation in sustainability practices to stay ahead of environmental regulations and market expectations (Griseri & Seppala, 2010). Collaborating with industry partners and stakeholders can drive collective sustainability efforts, amplifying the impact of Hilton’s initiatives and fostering a more sustainable industry.
8.4.  Employee Development
To further employee development, Hilton should expand training programs to include emerging skills and competencies required in the evolving hospitality industry (Bohlander & Snell, 2013). Developing clear career pathways will motivate employees and support their long-term growth within the company, enhancing overall employee satisfaction and retention (id., CIPD, 2023, Bloisi et al., 2007). 

9. Conclusion

Hilton Hotel Group’s application of organisational behaviour theories, strategic initiatives, and strong organisational culture have contributed to its success in the hospitality industry. By addressing areas for improvement and focusing on effective change management, risk mitigation, sustainability, and employee development (Campbell et al., 2011; Paton & McCalman, 2008), Hilton can continue to thrive and achieve its strategic goals. The company’s commitment to innovation and excellence will ensure its continued relevance and leadership in the global hospitality market.
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