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[bookmark: _Toc1]Executive Summary 
Hilton Barcelona, a four-star luxury hotel located in Barcelona’s prime tourism and business hub, faces challenges in maintaining its competitive position amid evolving consumer expectations and industry trends. The increasing demand for digitally improved services, sustainability commitments, and personalised guest experiences necessitates strategic transformation. This consultancy report, prepared by SMART Hospitality Solutions Ltd., evaluates Hilton Barcelona’s current challenges and proposes evidence-based recommendations for digital transformation, service innovation, and operational efficiency improvements.

A detailed analysis using the STEEPLED framework highlights external environmental factors influencing Hilton Barcelona’s performance, including economic fluctuations, technological advancements, and rising sustainability demands. The SOAR analysis assesses Hilton’s internal strengths, such as its brand reputation and loyalty programme, while identifying opportunities for AI-driven personalisation and green initiatives. The TOWS matrix aligns the hotel’s weaknesses, such as reliance on traditional service models and high operational costs, with strategic opportunities to mitigate competitive threats from boutique hotels and short-term rental platforms. In order to address these challenges, the report recommends a structured change management strategy based on Kotter’s Eight-Step Change Model. Digital transformation will involve the implementation of AI-driven chatbots, smart room technology, and predictive analytics to improve personalisation and operational efficiency. Upgrading Hilton Barcelona’s customer relationship management (CRM) system will further improve service customisation, increasing guest satisfaction and brand loyalty.

Sustainability measures are essential for long-term viability. The introduction of smart energy management systems, carbon-neutral event packages, and EU Ecolabel certification will position Hilton Barcelona as a leader in responsible hospitality. These initiatives are expected to reduce operational costs by 15–20% while attracting environmentally conscious travellers and corporate clients. Workforce development is equally critical. A comprehensive staff training programme focused on AI adoption, digital service delivery, and sustainability best practices will ensure seamless integration of these initiatives, reducing resistance to change and maintaining service excellence. Moreover, an implementation plan outlines the key initiatives, expected outcomes, timelines, and associated costs. Digital transformation efforts are projected to require investments between €200,000 and €300,000, while sustainability-related initiatives will range from €250,000 to €400,000 over a phased implementation period of 6 to 18 months. Service innovation and workforce training, with an estimated cost of €50,000 to €250,000, will be essential to ensuring staff readiness and operational efficiency.

In order to adopt a strategic, data-driven approach, Hilton Barcelona can improve guest satisfaction, improve operational sustainability, and maintain a competitive advantage in the hospitality industry. The successful execution of these recommendations will depend on effective leadership, structured change management, and continuous performance evaluation, ensuring Hilton Barcelona remains at the forefront of service excellence.
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[bookmark: _Toc2]Introduction 
Hilton Barcelona is a four-star luxury hotel located in the heart of Barcelona, a city known for its strong tourism sector, vibrant cultural scene, and strong corporate travel industry. Established in 1990 and renovated in subsequent years, the hotel offers 289 rooms, premium dining facilities, and state-of-the-art event spaces. As part of Hilton Worldwide Holdings Inc., it benefits from an internationally recognised brand with a well-established loyalty programme and a reputation for service excellence (Hilton, 2025). Barcelona is renowned for its robust tourism sector, vibrant cultural scene, and thriving corporate travel industry. In 2023, the city received approximately 15.6 million tourists, contributing significantly to its economy. The tourism sector employs a substantial number of individuals, with the food and beverage industry accounting for around 46% of the total workforce in this sector (Barcelona Tourism Observatory, 2024). However, the hospitality landscape has undergone significant changes in recent years, particularly with the rise of digital innovation, sustainability-driven consumer expectations, and the need for improved personalisation in guest services. In this competitive market, Hilton Barcelona must innovate to maintain its position and continue attracting high-value clientele.

SMART Hospitality Solutions Ltd. is a consultancy firm specialising in strategic transformation within the hospitality industry. With expertise in digital innovation, operational efficiency, and guest experience optimisation, our firm helps hotels modernise their service delivery to align with current market demands. The company`s approach is based on data-driven insights, incorporating a combination of external market analysis and internal capability assessments. The company have selected Hilton Barcelona as the focus of this project due to its strong positioning in a high-demand market and the clear opportunities it has for service improvement. The company`s role is to provide actionable recommendations that will enable the hotel to integrate technological advancements, optimise operations, and strengthen sustainability efforts while maintaining its luxury appeal.

To achieve this, our analysis employs three key frameworks: the STEEPLED model to assess external environmental influences, the SOAR analysis to evaluate internal strengths and opportunities, and the TOWS matrix to align weaknesses with potential strategic solutions. This structured approach guarantee that our recommendations are well-grounded in evidence and tailored to Hilton Barcelona’s specific challenges. The consultancy report will provide a roadmap for transformation, outlining steps to implement AI-driven personalisation, improve service consistency, and introduce effective sustainability measures. Analysing and applying these strategies, Hilton Barcelona will be well-positioned to navigate the evolving demands of the hospitality industry and sustain long-term success.
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[bookmark: _Toc8]Issues affecting the hotel using data-driven insights
Hilton Barcelona operates in a dynamic hospitality landscape shaped by fluctuating consumer expectations, technological advancements, and market-driven economic conditions (Giannoukou, 2024). Data-driven insights reveal several critical challenges that the hotel must address to improve guest experience and maintain its competitive edge. Anwar, Deliana and Suyamto (2024) stated that among these challenges, digital transformation, sustainability commitments, and service personalisation emerge as key factors influencing guest satisfaction and operational efficiency. Market research indicates an increasing demand for eco-conscious travel, seamless digital integration in service delivery, and hyper-personalised guest experiences (Zada et al., 2025). Failure to adapt to these trends may result in reduced customer retention, lower occupancy rates, and weakened brand loyalty. In addition, economic fluctuations, geopolitical instability, and fluctuating tourism trends significantly impact the financial stability of the hospitality sector (Agu et al., 2024). Hilton Barcelona must also navigate increasing operational costs, including labour expenses, energy consumption, and regulatory compliance costs. These issues necessitate a strategic and data-informed approach to service innovation and operational efficiency.
[bookmark: _Toc9] STEEPLED analysis
A STEEPLED analysis provides a comprehensive evaluation of Hilton Barcelona’s external environment, identifying key macro-environmental factors that shape its operational landscape.
	Factor
	Impact on Hilton Barcelona

	Social
	Demand for personalised services, eco-friendly accommodations, and digital convenience, especially among millennial and Gen Z travellers.

	Technological
	AI and machine learning can improve guest interactions and efficiency, but require strong data privacy measures.

	Economic
	Inflation, wage costs, and fluctuating disposable incomes impact spending on luxury travel.

	Environmental
	Sustainability concerns necessitate energy efficiency, carbon reduction, and compliance with global environmental standards.

	Political & Legal
	Regulations on taxation, labour laws, and visa policies affect business operations and tourism flow.

	Ethical
	Commitment to corporate social responsibility and fair labour practices strengthens brand reputation.

	Demographic
	Growing middle-class travellers from emerging markets present opportunities for targeted marketing.

	Lifestyle
	Demand for remote work-friendly environments and flexible hospitality services increases.


Table 1.  STEEPLED analysis
Source: (created by the learner).

[bookmark: _Toc18]Social Factors
Modern travelers increasingly seek personalized services, unique local experiences, and eco-friendly accommodations. A 2023 Booking.com survey revealed that 76% of global travelers are focused to travel more sustainably in the coming year (GSTC, 2023). Travellers from Generation Z and Millennials give digital ease and memorable local experiences top priority (Hymers et al., 2023). Through committing to increase its investment in social impact and cut its environmental footprint by 2030, Hilton's "Travel with Purpose" campaign fits with these tastes (Hilton and Cummins, 2022).  Barcelona's great dedication to sustainability and cultural preservation will help Hilton Barcelona to improve guest satisfaction by including more locally focused and environmentally friendly events (Hilton and Cummins, 2022). With more than 850 companies matching sustainable tourism goals and the city becoming the first worldwide location to get the Biosphere Platinum Certification in 2022, hotels are expected to help this effort. Hilton Barcelona may accomplish this by supporting locally produced meals including traditional Catalan cuisine with organic, seasonal ingredients. Emphasising plant-based alternatives alongside Mediterranean diet mainstays not only promotes Barcelona's environmental goals but also gives customers a real and health-conscious dining experience (Hilton and Cummins, 2022).
[bookmark: _Toc19]Technological Factors
Advancements in technology offer significant opportunities for the hospitality industry. Hilton's Digital Key service, which allows customers to access their rooms via smartphone, has been used over 100 million times globally, indicating a strong demand for seamless digital interactions (Hilton, 2015). However, with increased digitalization comes the need for strong cybersecurity measures, as 68% of hotels worldwide have experienced data breaches in the past five years. Hilton Barcelona must invest in AI-driven personalization, automated guest assistance, and stringent data protection protocols to improve guest experiences while ensuring security.
[bookmark: _Toc20]Economic Factors
Global economic conditions, including inflation and rising operational costs, directly impact consumer spending in the hospitality sector. The European inflation rate was 4.2% in early 2024, which had a major effect on travellers' budgets by raising the cost of lodging, travel expenses generally, and transportation. Persistent service sector price increases dominated the inflationary pressures; August's services inflation, which reflects the continuous pay rise and higher labour expenses, came out at 4.2% (European Central Bank, 2024). Furthermore, changes in energy prices stayed a worry even if their general trend is reducing, which adds to consumer financial instability. More cautious spending behaviours resulted from this economic environment; survey data shows lower consumer confidence and more household saving intentions (European Central Bank, 2024).
According to Schwarz (2024) travel and hospitality businesses thus saw changes in demand patterns as consumers gave budget-friendly choices first priority and sought value-added services. To draw budget-conscious consumers, airlines, hotels, and tour companies answered with targeted discounts and flexible pricing policies. Private domestic demand, however, slumped generally since more expenses discouraged discretionary leisure activities. Although economic conditions may progressively improve with inflation predicted to drop to 2.5% by the end of 2024, the effect on travellers' spending power is probably going to be short-term, therefore affecting their destination choice and travel behaviour (European Central Bank, 2024). Regarding these challenges, a 2023 survey found that 36% of Britons plan to travel more in 2025. Barcelona remains a key tourist destination, but hotel prices have increased by 8-12% year-over-year (Van IJssel, 2024). To remain competitive, Hilton Barcelona should adopt dynamic pricing models and offer value-added packages to attract cost-conscious travelers.
[bookmark: _Toc21]Environmental Factors
Sustainability is a growing concern among travelers. Hilton's LightStay program tracks energy, carbon, water, and waste data to promote environmental responsibility (Zientara et al., 2020). A 2024 survey by Expedia found that over 70% of global travelers prioritize staying in eco-friendly hotels with a high interest in sustainable travelling options (Mohapatra and Lee, 2024). Hilton Barcelona must accelerate efforts in energy-efficient infrastructure, waste reduction, and local sourcing to meet both regulatory and consumer expectations. Barcelona's 2030 sustainability plan also mandates stricter environmental standards for hotels, making it imperative for Hilton Barcelona to adopt green certifications and sustainable water management systems.
[bookmark: _Toc22]Political and Legal Factors
Strict tourist rules, employment legislation, and tax policies all affect Barcelona's hospitality industry. Rising in 2023, the Barcelona Sustainable Tourism Tax further strains hotel expenses (Wright, 2024). Changes in visas connected to Brexit have caused a 5% drop in UK travel in 2023, so Hilton Barcelona has to broaden its target markets. Higher wages and tougher employment conditions mandated by Spain's labour laws drive up operational costs (Blau and Kahn, 1999). For Hilton's digital transformation initiatives, also vital is following EU data protection rules (GDPR). The hotel has to guarantee following legislative changes while keeping operational effectiveness and pricing competitiveness (Hilton, 2022).
[bookmark: _Toc23]Ethical Factors
[bookmark: _Toc24]In the hotel industry, maintaining and improving brand reputation depends mostly on moral business practices and corporate social responsibility (CSR). Hilton's 2023 Travel with Purpose Report shows its dedication to solid government institutions, social development, and environmental preservation (Stobierski, 2021; Hilton, 2023). This commitment not only makes moral sense but also suits consumer inclinations; most Americans, for instance, believe that companies should contribute to the development of society.  If Hilton Barcelona focuses to develop its brand and meet evolving consumer expectations, it might consider adjusting its fair pay policy, promoting local employment projects, and working with suppliers who give sustainability top priority (Stobierski, 2021; Hilton, 2023). Policies on food and material ethical sourcing, carbon-neutral event planning, and fair employment practices application can help to build customer confidence and brand loyalty. Such initiatives not only complement world sustainability goals but also appeal to guests that value moral corporate conduct (Jia et al., 2023).
.
Demographic Factors
Barcelona attracts a diverse mix of tourists, including European travelers (60%), North American visitors (15%), and growing Asian markets (10%). The millennial and Gen Z market is increasingly dominant, with over 50% preferring hotels that offer digital-first experiences and social media engagement (see Figure 1). Affluent middle-class tourists from China and India are expected to increase by 20% by 2026, creating opportunities for Hilton Barcelona to tailor its marketing strategies. Improving multi-language digital experiences, localized concierge services, and personalized rewards for younger travelers will ensure Hilton Barcelona remains relevant amid shifting global travel demographics.
[image: ]
Figure 1. Gen Z and millennial travel: The wanderlust generations.
Source: (Deloitte, 2019).
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Hilton Barcelona should introduce co-working spaces, flexible check-in policies, and extended stay incentives to attract digital nomads. Wellness tourism is also growing, with the global wellness hospitality market projected to reach $1.9 trillion by 2032 (see Figure 2). Including spa offerings, mindfulness programs, and eco-conscious wellness retreats will cater to this emerging segment. Aligning Hilton's services with health-conscious, experience-driven, and flexible lifestyle trends will drive higher occupancy rates.
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Figure 2. Global Wellness Tourism Market 
Source: (Deb, 2024).

The hospitality industry is going through big changes because of changes in lifestyles like wellness tourism, experiential travel, and working from home. As more people work from home, there is a greater need for "workation" packages that combine work and play. Exploding Topics reported that more than half of travellers said they would be happy to extend their business trips to spend more time enjoying themselves at their destinations. Hilton Barcelona could offer co-working spaces, flexible check-in policies, and incentives for longer stays to draw digital nomads. This would align the hotel's services with the needs of remote workers looking for places to work and relax (Howarth, 2024). At the same time, wellness travel is growing very quickly. In 2022, the global health tourism market was worth about $822.3 billion. By 2032, it is expected to be worth about $1,922.2 billion, thanks to a 9.1% annual growth rate (CAGR) (Business Research, 2024). To attract this new group of people, Hilton Barcelona could improve its spa services, start mindfulness programs, and create wellness getaways that are good for the environment. Business Research (2024) also says that if the hotel's services are in line with living trends like being health-conscious, adventure-driven, and flexible, it will likely get more guests and make repeat customers.
[bookmark: _Toc10]SOAR analysis 
The SOAR framework evaluates Hilton Barcelona’s internal strengths and opportunities, enabling the development of targeted strategies for service innovation.
	Strengths
	Opportunities

	Strong brand recognition and global customer base through Hilton Worldwide Holdings Inc.
	AI-driven personalisation and smart room technologies to improve guest experience.

	Established Hilton Honors loyalty programme encouraging repeat business.
	Expansion of sustainability initiatives such as energy-efficient infrastructure and waste reduction.

	Prime location in Barcelona’s business and tourism hub.
	Strategic partnerships with local businesses and cultural institutions to create unique guest experiences.

	High-end event spaces and premium dining options.
	Implementation of automated check-in/check-out systems for improved efficiency.


[bookmark: _Toc32]Table 2. SOAR analysis 
Source: (created by the learner).

Hilton Barcelona leverages the brand brand recognition of Hilton Worldwide Holdings Inc., which was valued at $11.6 billion in 2024, maintaining its position as the world's most valuable hotel brand for the ninth consecutive year (see Figure 3). In the United States, Hilton enjoys an 86% brand awareness among hotel customers, reflecting its extensive global reach. 
[image: ]
Figure 3 Hilton`s brand recognition
Source: (Hertzfeld, 2024).

The Hilton Honors loyalty program significantly improves customer retention and encourages repeat visits. Moreover, the Hilton Honors loyalty program is a structured membership system designed to incentivize repeat stays and customer loyalty within Hilton’s hotel portfolio (see Figure 4). This tiered program provides increasing benefits as customers accumulate more nights, reflecting a strategic approach to customer retention, increased revenue generation, and competitive positioning against other hotel loyalty programs such as Marriott Bonvoy and World of Hyatt. As of 2024, the program boasts over 210 million members worldwide, offering benefits such as exclusive discounts, free Wi-Fi, and the ability to earn points toward free nights. 
[image: ]
Figure 4. Perks with Hilton Honour
Source: (Hilton.com).

Strategically situated on Avinguda Diagonal, Hilton Barcelona is nestled in the city's prime business and tourism district (see Appendix 2). This location provides easy access to luxury shops, upscale restaurants, and major attractions, appealing to both leisure and corporate travelers. The hotel features 18 versatile meeting rooms, accommodating various events from conventions to gala dinners, further differentiating it in the market. Additionally, customers can enjoy premium dining facilities, including on-site restaurants that offer Mediterranean flavours, enhancing the overall guest experience. 
Opportunities for Hilton Barcelona include leveraging AI-driven personalization to improve guest interactions and improve service delivery. Implementing smart room technologies, automated check-in/check-out systems, and personalized marketing initiatives can increase guest satisfaction and operational efficiency (Mbarushimana, 2024). Expanding sustainability initiatives, such as energy-efficient infrastructure and waste reduction programs, aligns with evolving consumer preferences and regulatory expectations. Forming strategic partnerships with local businesses, cultural institutions, and travel platforms can create unique guest experiences and improve market appeal (Wang and Chen, 2024).
[bookmark: _Toc11]TOWS analysis 
A TOWS analysis aligns Hilton Barcelona’s internal weaknesses with external opportunities and threats to formulate strategic recommendations.
	Weaknesses
	Opportunities

	Dependence on traditional service models that may limit efficiency.
	Investment in digital transformation, including AI chatbots and predictive analytics.

	High operational costs impacting financial sustainability.
	Sustainability initiatives to reduce energy consumption and operational expenses.

	Need for continuous staff training to meet evolving guest expectations.
	Improved employee engagement and service training programmes.

	Threats
	Strategic Responses

	Rising competition from boutique hotels and short-term rentals like Airbnb.
	Focus on exclusive luxury offerings and improved loyalty benefits.

	Geopolitical uncertainties and economic downturns affecting international tourism.
	Flexible pricing models and targeted promotional strategies to attract a diverse customer base.

	Increasing regulatory requirements for sustainability and taxation.
	Proactive compliance with environmental regulations and introduction of carbon-neutral event packages.


[bookmark: _Toc33]Table 3. TOWS analysis.
Source: (created by the learner).
[bookmark: _Toc26]Weaknesses
Hilton Barcelona's dependence on traditional service models limits its ability to integrate advanced technologies that improve guest experiences. The absence of AI-driven personalization and predictive analytics results in slower response times and a lack of tailored service offerings (Zahidi, Kaluvilla and Mulla, 2024). According to the 2024 Hilton Trends Report, 80% of travellers think it's necessary to be able to book their whole trip online. This shows that more and more people want seamless and highly personalised digital experiences in the hotel industry. This trend makes it even more important for Hilton Barcelona to update its business by improving its digital booking systems, adding AI-powered customisation options, and giving each guest a unique experience that fits their needs. With the help of cutting-edge technology like Hilton's Connected Room Experience and mobile app features, the hotel can meet these needs and make customers happier. The study also shows that travellers want smooth digital interactions all the way through their stay, from checking in to using services in their rooms. Using smart technologies like digital keys, automated check-ins, and suggestions based on AI can give each guest a personalised experience, which will make them more engaged and loyal overall (Hilton, 2023a). As personalisation becomes a key differentiator in the hotel industry, Hilton Barcelona will need to be able to adapt to changing customer needs in order to stay ahead of the competition. Additionally, Hilton's large workforce and associated operational costs present financial constraints. With a global workforce of over 178,000 employees, salary and benefits expenses account for a significant portion of its overhead, limiting the company's ability to redirect funds toward innovation and service improvement (Hilton, 2023a).  Data security is another essential weakness, as Hilton has faced past cybersecurity breaches, including a 2018 incident that compromised customer payment information and led to a $700,000 fine (Borner, 2024). The risk of similar incidents persists, particularly as digital transactions and AI-based interactions increase across its hotel network. 
[bookmark: _Toc27]Opportunities
Hilton Barcelona has several opportunities to strengthen its market position through digital transformation and sustainability initiatives. AI-powered chatbots and predictive analytics can improve guest interactions, streamline booking processes, and provide tailored recommendations, increasing customer satisfaction (Mei, Konar and Kumar, 2024). Hilton's global brand recognition, valued at $11.6 billion in 2024, allows it to leverage its strong reputation when expanding its technological capabilities (Hilton, 2024). Sustainability trends present another opportunity, with 76% of travelers now prioritizing eco-friendly accommodations (Bennett et al., 2023). Hilton's "Travel with Purpose" strategy, which focuses to halve its environmental footprint by 2030, aligns with this growing consumer demand.  Implementing energy-efficient systems, offering carbon-neutral event packages, and securing EU Ecolabel certification would position Hilton Barcelona as a leader in sustainable luxury hospitality. The growing middle-class population in emerging economies, particularly in China and India, offers another avenue for expansion (Vide, Zavrl and Hunjet, 2021)s. Customizing its marketing strategies and introducing tailored service packages, Hilton Barcelona can attract a new wave of international travelers who seek high-quality accommodations with digital convenience.

[bookmark: _Toc28]Threats
Hilton Barcelona faces increasing threats from boutique hotels and short-term rental platforms like Airbnb, which continue to disrupt the traditional hospitality model. A 2023 market analysis revealed that Airbnb listings in Barcelona surged by 18% year-over-year, intensifying competition in the local market. The ability of these alternative accommodations to offer unique and often lower-cost experiences places pressure on Hilton to differentiate itself through exclusive luxury services, loyalty program benefits, and personalized experiences. The volatility of international tourism, influenced by geopolitical uncertainties and economic downturns, also poses a challenge (Wujie, 2023). Du, Shepotylo and Yuan (2025) stated that uncertainty about Brexit has had a big effect on travel trends between the UK and Spain, on both tourists going to and from the UK. According to research, anxiety about Brexit caused UK service exports to drop by about 9.2% each year, totalling $146.8 billion in losses from 2016 to 2019. This economic instability, along with visa limits and travel problems caused by Brexit, has had a big effect on the number of UK tourists visiting Spain. Even though exact numbers on how many people from the UK went to Spain in 2023 are not known, changes in general travel patterns point to problems. On the other hand, travel from Spain to the UK started to pick up again after the pandemic, going from 0.41 million visits in 2020 to 2.21 million visits in 2023, showing that people are still moving around despite the uncertain economy (see Appendix 3). Because of these issues, Hilton Barcelona needs to take strategic steps to keep tourist arrivals stable while also expanding its customer base. Stabilising occupancy rates can be done with flexible pricing models and targeted advertising campaigns that are made for new market groups, like travellers from Europe and North America.  Hilton Barcelona can keep with demand even though the economy and politics are uncertain by effectively adapting to changing market conditions.

[bookmark: _Toc29]Strategic Responses
A strategic response to these challenges involves a combination of digital innovation, competitive differentiation, and sustainability integration. As stated by Schwarz (2025), investing in AI-driven service improvements, such as automated concierge services and smart room technologies, would allow Hilton Barcelona to elevate its guest experience while improving operational efficiency. Differentiation through exclusive luxury offerings, such as curated local experiences and premium dining packages, can strengthen its position against boutique hotels and short-term rentals. Sustainability should be at the forefront of its competitive strategy, with investments in green certifications, energy-efficient building upgrades, and sustainable sourcing practices to appeal to the growing segment of environmentally conscious travelers (Hariyani et al., 2024). A study by Kadhim and University of Baghdad (2024) highlighted that workforce development will play a fundamental role in implementing these changes, requiring comprehensive training programs to equip employees with digital literacy skills and sustainability knowledge. Through a structured transformation plan that integrates technology, customer-centric experiences, and sustainability initiatives, Hilton Barcelona can strengthen its market position, drive higher guest satisfaction, and secure long-term operational success.
[bookmark: _Toc4]Recommendations and Change Management
To improve guest experience and ensure Hilton Barcelona maintains its competitive position, a multi-faceted strategic approach must be implemented. This includes digital transformation initiatives, service innovation, sustainability integration, and workforce development (Silcock et al., 2023). The proposed changes are structured around Kotter’s Eight-Step Change Model, which guarantee a systematic transition while addressing potential resistance. Impact assessment measures are also incorporated to evaluate the effectiveness of these recommendations.
[bookmark: _Toc13]Digital Transformation and AI Integration
Hilton Barcelona must leverage artificial intelligence (AI) and smart technology to improve personalisation and efficiency in guest services. The integration of AI-powered chatbots and predictive analytics can streamline customer interactions, enhancing responsiveness and convenience (Abiagom and Ijomah, 2024). Implementing smart room technology, such as voice-activated controls, energy-efficient lighting, and digital concierge services, will align with modern consumer expectations for a seamless digital experience. These innovations will improve operational efficiency in order to reduce response times and automating routine guest interactions, ultimately increasing customer satisfaction.

Following Kotter's change model, the implementation process should begin by instilling a sense of urgency within the company (Bell and McLeod, n.d.). This should be done by highlighting the ways in which digital improvements directly contribute to the retention of customers and the growth of additional revenue. Through the development of a leading coalition consisting of technology and hospitality specialists, cross-departmental collaboration will be ensured. Additionally, a clear vision for digital transformation will guide staff through the phases of structured training and adoption. Through training programs that demonstrate how these tools improve service delivery rather than replacing human functions, it is possible to reduce the amount of resistance that employees have to the incorporation of artificial intelligence. Carreno (2024) stated that the gradual adaption that will be possible with a phased implementation plan will be accompanied thru constant performance monitoring using customer feedback and system analytics to determine the level of success achieved.
[bookmark: _Toc14]Service Innovation for Personalisation and Efficiency
Guest expectations are increasingly centred on personalisation and experiential travel, necessitating a shift from standardised service models to highly customised experiences (Kandampully, Zhang and Jaakkola, 2017). Hilton Barcelona should implement AI-driven customer relationship management (CRM) systems to tailor services based on individual preferences and previous interactions. For example, Yrjölä et al. (2019) suggests that recognising repeat customers and customising room settings, dining recommendations, and activity suggestions will create a more memorable and satisfying experience.

This transformation requires leadership commitment and employee engagement at all levels. Communication about the benefits of personalisation, both for guest satisfaction and operational efficiency, will be essential in fostering support (Deep, 2023). The Lewin’s Change Management Model comprising unfreezing, changing, and refreezing provides a useful framework for introducing this shift. Initially, the unfreezing stage will involve sensitising staff to evolving consumer expectations through workshops and performance assessments. The transition phase will introduce technological tools and service protocols to facilitate personalisation, supported by incremental feedback loops to refine strategies. Finally, the refreezing phase will institutionalise personalised service practices through continuous training and performance incentives.
[bookmark: _Toc15]Sustainability Integration and Green Practices
Sustainability remains a critical consideration in the hospitality industry, with travellers increasingly favouring eco-conscious accommodations (Verma and Chandra, 2017). In the case of Hilton Barcelona, they must implement comprehensive sustainability initiatives, such as reducing energy consumption, minimising waste, and sourcing locally produced sustainable materials. According to Hauashdh et al. (2024), the adoption of a carbon-neutral operations framework, including energy-efficient HVAC systems (Heating, Ventilation, and Air Conditioning), smart water usage technologies, and waste reduction strategies, will align with global sustainability goals while reducing operational costs. Additionally, the hotel should obtain recognised environmental certifications, such as the Biosphere Certificate, EU Ecolabel or LEED (Leadership in Energy and Environmental Design), to improve credibility and attract environmentally conscious customers (see Appendix 1).

Sigurjonsson and Ruano De La Fuente (2024) stated that a sustainability transformation will require structured change management to overcome potential organisational inertia. Kotter’s framework remains relevant, beginning with the identification of key sustainability drivers and forming cross-functional teams to champion eco-friendly initiatives (Rajan and Ganesan, 2017). However, communicating clear sustainability goals and aligning them with corporate social responsibility (CSR) commitments will improve employee buy-in (Vuong and Bui, 2023). Moreover, incentive schemes for staff adopting green practices and sustainability training workshops will be essential in embedding these initiatives into daily operations (Wang et al., 2025). On the other hand, the impact assessment should also include tracking reductions in energy and water saving, guest satisfaction on eco-friendly practices, and financial savings derived from sustainability efforts (Ndalnamu, Ezenagu and Olumide, 2024).
[bookmark: _Toc16]Workforce Development and Employee Engagement
A successful transformation depends on a motivated and well-equipped workforce. Employee training programmes must be expanded to incorporate digital literacy, AI integration, and improve customer service techniques (Vizjak, Paulišić and Mišević, 2024). Given the dynamic nature of the hospitality industry, staff must be prepared to handle the evolving demands of luxury service through continuous learning and professional development. Hilton Barcelona should implement an employee engagement strategy based on Herzberg’s Two-Factor Theory, addressing both intrinsic and extrinsic motivators. Competitive compensation, career progression opportunities, and recognition for outstanding service contribute to job satisfaction, while comprehensive training and skills improvement initiatives empower staff to deliver high-quality service (Mampuru, Mokoena and Isabirye, 2024). Regular performance evaluations and feedback mechanisms will enable employees to adapt to changing service expectations, ensuring alignment with the hotel’s strategic goals.
IRodriguez et al. (2017) stated that implementing change in workforce development necessitates a participatory approach, where employees are actively involved in shaping training modules and service protocols. This participatory framework, aligned with Kotter’s step of empowering broad-based action, guarantee that employees feel a sense of ownership over the transformation process. Leadership must play an active role in mentoring and coaching, fostering a culture of continuous improvement (Hoffman, 2024).
[bookmark: _Toc17]Impact Assessment and Continuous Improvement
Measuring the success of these strategic changes requires a strong impact assessment framework. Key performance indicators (KPIs) should be established to track improvements in guest satisfaction, operational efficiency, sustainability performance, and employee engagement (Patov, 2024).  Metrics such as Net Promoter Score (NPS), average response time for guest inquiries, energy consumption per room, and employee retention rates will provide quantifiable insights into the effectiveness of implemented strategies (Baquero, 2022). Moreover, regular review cycles should be incorporated into Hilton Barcelona’s management processes, ensuring ongoing adjustments and refinements based on performance data. Feedback from both customers and employees will be essential in identifying areas for further improvement, fostering a culture of adaptability and innovation (Verma and Mishra, 2024).
[bookmark: _Toc12][bookmark: _Toc5]Action Plan
The following table provides a structured implementation plan for Hilton Barcelona by the SMART Hospitality Solutions Ltd , ensuring that the proposed changes are effectively executed while considering costs, feasibility, and impact.
	Problem
	Proposed Solution
	Desired Outcome
	Timeline
	Estimated Cost (€)

	Limited digital integration affecting guest experience
	Implement AI-driven chatbots for customer service and predictive analytics for personalisation
	Improved efficiency in guest interactions, improved personalisation, and reduced operational workload
	6-12 months
	200,000 – 300,000 (software development, integration, staff training)

	Service standard inconsistencies due to reliance on traditional models
	Upgrade CRM system to track guest preferences and provide personalised services
	Increased guest satisfaction, loyalty, and higher Net Promoter Score (NPS)
	3-6 months
	150,000 – 250,000 (CRM upgrade, training)

	High operational costs related to energy consumption
	Implement smart energy management systems (automated lighting, HVAC controls, and water conservation measures)
	Reduction in energy costs by 15-20%, improved sustainability ratings
	6-9 months
	250,000 – 400,000 (equipment, installation, staff training)

	Increasing demand for sustainability and CSR initiatives
	Introduce carbon-neutral event packages and obtain EU Ecolabel certification
	Improved brand reputation, attraction of eco-conscious customers and corporate clients
	12-18 months
	100,000 – 150,000 (certifications, sustainability audits, marketing)

	Employee resistance to technological changes and lack of digital literacy
	Develop comprehensive staff training on AI tools, personalisation techniques, and sustainability practices
	Increased employee confidence, smoother service delivery, and reduced resistance to change
	3-9 months (ongoing)
	50,000 – 100,000 (training materials, workshops, external consultants)

	Growing competition from boutique hotels and Airbnb alternatives
	Create exclusive guest experiences through strategic partnerships with local businesses and cultural institutions
	Differentiation from competitors, improved guest engagement, and higher occupancy rates
	9-12 months
	75,000 – 150,000 (partnership agreements, experience development, promotions)

	Slow and inefficient check-in/check-out processes
	Implement self-service kiosks and mobile check-in/out options
	Reduced wait times, improved guest convenience, and higher operational efficiency
	6-9 months
	100,000 – 200,000 (hardware, software integration, staff training)


Table 4. Proposed action plan by SMART Hospitality Solutions Ltd.
Source: (created by the learner).

This structured action plan provides a clear roadmap for Hilton Barcelona to systematically address current challenges while ensuring that implementation is cost-effective and delivers measurable outcomes. Regular progress reviews and key performance indicator (KPI) tracking will ensure alignment with strategic objectives and allow for necessary adjustments (Bhatti, Awan and Razaq, 2013).
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Figure 5. Implementation timeline for Hilton Barcelona's strategic action plan 
Source: (created by the learner).

Figure 5 provides a structured overview of the timeline required for implementing Hilton Barcelona’s strategic initiatives. Each initiative is categorised based on its focus area, such as technology upgrades, service optimisation, sustainability measures, workforce development, and market differentiation. From the chart, it is evident that most strategic actions will take between 6 to 18 months to implement, with some initiatives requiring more extended integration periods due to complexity and operational impact. The sustainability initiatives and digital transformation efforts are among the longest-running projects, reflecting the necessity for infrastructure investment, regulatory compliance, and staff adaptation (George and Schillebeeckx, 2022).
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Figure 6. Implementation Cost and Timeline for Hilton Barcelona's Strategic Actions
Source: (created by the learner).

Figure 6 presents the estimated costs and timelines for Hilton Barcelona’s strategic initiatives. Technology investments, such as AI-driven personalisation and self-service kiosks, require the highest capital outlay, ranging from €100,000 to €300,000 over 6 to 12 months, ensuring improved efficiency and guest satisfaction. Sustainability initiatives, including smart energy management and EU Ecolabel certification, demand €100,000 to €400,000, with timelines extending up to 18 months. While requiring higher initial costs, these measures support long-term operational savings and regulatory compliance.
[bookmark: _Toc6]Workforce training and service optimisation require lower investments, between €50,000 and €250,000 over 3 to 9 months, ensuring seamless adoption of new technologies and improved service delivery. Market differentiation initiatives, such as exclusive guest experiences, will cost €75,000 to €150,000 over 9 to 12 months, strengthening Hilton Barcelona’s position against boutique hotels and Airbnb. However, the cost and timeline distribution illustrate a balanced approach, combining immediate efficiency improvements with long-term sustainability and competitive differentiation.
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[bookmark: _Toc30]Conclusion
The comprehensive analysis of Hilton Barcelona’s operational landscape reveals the pressing need for strategic innovation in digital transformation, sustainability, and service personalisation. The evolving hospitality industry, driven by technological advancements, shifting consumer expectations, and regulatory requirements, presents both opportunities and challenges. Hilton Barcelona must support AI-driven solutions, sustainability initiatives, and workforce development to maintain its competitive edge.

The STEEPLED analysis highlights external macro-environmental influences shaping the hotel’s performance. Social trends indicate a rising demand for eco-conscious travel, personalised experiences, and seamless digital interactions, necessitating investment in AI-driven guest services. The technological landscape underscores the benefits of integrating automated check-in systems, smart room technology, and cybersecurity improvements to improve efficiency. Economic fluctuations, geopolitical instability, and regulatory shifts pose financial and operational challenges, requiring adaptive pricing strategies and compliance with EU and Spanish policies. On the other hand, the SOAR analysis confirms Hilton Barcelona’s strong brand equity, loyal customer base through the Hilton Honors programme, and prime location as key strengths. Opportunities for growth lie in expanding sustainability initiatives, forming local partnerships, and enhancing digital engagement. Meanwhile, the TOWS analysis identifies weaknesses such as high operational costs and traditional service models, which can be mitigated through AI-driven personalisation, predictive analytics, and staff upskilling programmes. Addressing competitive threats from boutique hotels and short-term rentals requires Hilton Barcelona to differentiate itself through unique guest experiences, superior service offerings, and loyalty incentives.

To achieve these strategic goals, a structured change management approach, based on Kotter’s Eight-Step Model and Lewin’s Change Theory, has been proposed. Digital transformation initiatives, including AI-powered concierge services and mobile check-ins, will improve customer engagement and operational efficiency. Sustainability remains a cornerstone of Hilton Barcelona’s strategy, with planned investments in energy-efficient infrastructure, carbon-neutral event packages, and EU Ecolabel certification. Workforce training and development will support seamless adoption of these innovations, reducing resistance to change and fostering service excellence. Moreover, the implementation plan outlines a phased approach, ensuring cost-effective execution without operational disruptions. The projected investment in digital transformation (€200,000 – €300,000) and sustainability measures (€250,000 – €400,000) is justified by long-term cost savings and improved brand positioning. Workforce training and guest experience innovations, budgeted between €50,000 and €250,000, will further reinforce service quality and operational resilience.

Considering the proposed recommendations, Hilton Barcelona can achieve long-term growth, operational sustainability, and improved customer satisfaction. This strategy will position the hotel as a leader in luxury hospitality, sustainability, and digital innovation, ensuring continued success in an evolving market. The ongoing assessment of performance metrics, guest feedback, and employee engagement will be essential for continuous improvement, ensuring Hilton Barcelona remains at the forefront of the industry.

SMART Hospitality Solutions Ltd. extends its gratitude to Hilton Barcelona for the opportunity to contribute to its strategic vision. We are confident that these recommendations will drive measurable improvements and elevate the hotel’s market standing. Should you require further consultation or support in implementation, our team remains available to assist in achieving Hilton Barcelona’s long-term objectives.
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