
Page 1 of 59 
 

 

 

ASSIGNMENT 

BUSINESS ORGANIZATION AND HUMAN RESOURCE 

 

 

 

TITLE 

STRATEGIC ORGANIZATIONAL STRUCTURES IN 

HOSPITALITY BUSINESSES 

 

 

 

STUDENT NAME: MANSI DHANJAL 

 

STUDENT ID: DE240028 

 



Page 2 of 59 
 

Table of Contents 

TOPIC PAGE NO. 

1. Abstract  5 

2. Introduction  6-8 

3. Literature Review  9-20 

3.1 Organizational Structure: Conceptual Foundations 9 

3.2 Organizational Structure in the Hospitality Industry 9-10 

3.3 Hierarchical Organizational Structures 11 

3.4 Flat Organizational Structures 12 

3.5 Matrix Organizational Structures 13 

3.6 Organizational Structure and Decision-Making 14 

3.7 Organizational Structure and Employee Behaviour 14 

3.8 Organizational Structure and Communication 15-16 

3.9 Organizational Structure and Corporate Culture 17 

3.10 Adaptation of Organizational Structures in Hospitality 17-18 

4. Methodology 20-29 

4.1 Research Design 20 

4.2 Research Approach 20 

4.3 Research Process 21-22 

4.4 Case Study Selection 23-24 

4.5 Data Collection Methods 25 

4.6 Data Analysis Technique 26 

4.7 Reliability and Validity 27 

4.8 Ethical Considerations 27 

4.9 Limitations of the Methodology 28 



Page 3 of 59 
 

4.10 Summary of Methodological Approach 28-29 

5. Findings 30-38 

5.1 Overview of Key Findings 30 

5.2 Impact of Organizational Structure on Decision-Making 30 

5.3 Organizational Structure and Operational Efficiency 32 

5.4 Influence on Employee Behaviour and Empowerment 33 

5.5 Communication Patterns 34 

5.6 Effect on Guest Experience 36 

5.7 Adaptability to Market and Operational Changes 37 

5.8 Summary of Findings 38 

6. Discussion 39-49 

6.1 Introduction 39 

6.2 Organizational Structure and Strategic Alignment 39 

6.3 Decision-Making and Operational Efficiency 41 

6.4 Employee Behaviour and Empowerment 42 

6.5 Communication and Coordination 43 

6.6 Guest Experience Implications 45 

6.7 Adaptability to Market Changes 46 

6.8 Comparative Analysis of Structures 48 

6.9 Theoretical Implications 48-49 

7. Conclusions  50-52 

7.1 Organizational Structure Determines Strategic Alignment 50 

7.2 Decision-Making Efficiency 50 

7.3 Employee Behaviour and Empowerment 51 

7.4 Communication and Coordination 51 



Page 4 of 59 
 

7.5 Guest Experience and Service Delivery 52 

8. Recommendations 53-55 

8.1 Structural Recommendations 53 

8.2 Employee Engagement and Training 53 

8.3 Communication Systems 54 

8.4 Summary Table of Recommendations 54 

9. References  57-59 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Page 5 of 59 
 

1. Abstract 

The hospitality industry operates in a highly competitive, service-intensive environment where 

organizational structure plays a critical strategic role in shaping operational efficiency, 

employee behaviour, and guest satisfaction. This study critically examines the strategic 

organizational structures adopted by hospitality businesses, including hotels, resorts, 

restaurants, and digital accommodation platforms. The research explores hierarchical, flat, and 

matrix organizational structures and analyses their influence on decision-making processes, 

communication flows, corporate culture, and service quality. Using a qualitative research 

approach based on secondary data analysis, this study draws on established management 

theories and real-world case examples from leading hospitality organizations such as Marriott 

International, Hilton Hotels & Resorts, and Airbnb. The findings indicate that while 

hierarchical structures support standardization and brand consistency, they often limit 

flexibility and employee empowerment. In contrast, flat and matrix structures enhance 

responsiveness, innovation, and frontline decision-making but may introduce coordination 

challenges. The study concludes that hybrid organizational structures, which integrate elements 

of control and flexibility, are increasingly effective in addressing dynamic market conditions, 

evolving customer expectations, and internal growth challenges. The research highlights the 

strategic importance of organizational design as a key driver of competitive advantage and 

long-term sustainability in the hospitality industry. 
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2. Introduction 

The hospitality industry represents one of the most dynamic and service-intensive sectors of 

the global economy, encompassing hotels, resorts, restaurants, cruise lines, event venues, and 

shared accommodation platforms. As a people-centric industry, hospitality relies heavily on the 

effective coordination of human resources to deliver consistent, high-quality guest experiences. 

In this context, organizational structure plays a critical strategic role, as it determines how 

responsibilities are allocated, how authority is exercised, and how communication flows within 

hospitality organizations (Robbins & Judge, 2022). 

Organizational structure can be defined as the formal system through which tasks are divided, 

coordinated, and controlled to achieve organizational objectives (Mintzberg, 1980). In 

hospitality businesses, structure directly influences operational efficiency, decision-making 

speed, employee behaviour, and service quality. Frontline employees, such as receptionists, 

servers, and housekeeping staff, interact directly with guests and significantly shape customer 

perceptions. Therefore, the way hospitality organizations structure managerial authority and 

empower employees has a direct impact on guest satisfaction and brand reputation. 

Traditionally, hospitality organizations—particularly large hotels and international chains—

have relied on hierarchical organizational structures characterized by centralized decision-

making, clearly defined roles, and multiple levels of management. Such structures have been 

effective in maintaining standardization, consistency, and control across geographically 

dispersed operations (Walker, 2021). However, the contemporary hospitality environment has 

become increasingly complex and competitive. Globalization, technological innovation, digital 

booking platforms, and the rise of experience-driven tourism have fundamentally transformed 

customer expectations. Guests now demand personalized services, rapid problem resolution, 

and seamless interactions across multiple service touchpoints. 
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In response to these changes, many hospitality organizations are reconsidering traditional 

hierarchical models and adopting alternative structures such as flat, matrix, or hybrid 

organizational designs. Flat structures emphasize decentralization and employee 

empowerment, enabling faster decision-making and greater flexibility, particularly in boutique 

hotels and independent restaurants. Matrix structures, on the other hand, are commonly used 

by multinational hospitality corporations to manage complex brand portfolios, cross-functional 

projects, and global operations (Jones & George, 2020). These structural variations 

significantly influence internal communication, corporate culture, employee motivation, and 

service innovation. 

Organizational structure also plays a pivotal role in shaping corporate culture within hospitality 

businesses. Culture influences how employees perceive their roles, interact with colleagues, 

and engage with guests. According to Schein (2017), organizational culture is closely linked to 

leadership styles and structural arrangements, with rigid hierarchies often fostering 

compliance-oriented cultures, while flatter structures encourage collaboration, trust, and 

innovation. In hospitality settings, where emotional labour and interpersonal interactions are 

central to service delivery, the alignment between organizational structure and corporate culture 

is especially important. 

Despite the recognized importance of organizational structure, hospitality organizations face 

ongoing challenges in designing structures that balance control with flexibility, efficiency with 

innovation, and standardization with personalization. Rapid internal growth, workforce 

diversity, and fluctuating market conditions further complicate structural decision-making. As 

a result, understanding how different organizational structures affect decision-making 

processes, employee behaviour, communication patterns, and guest experience is essential for 

hospitality managers and leaders seeking sustainable competitive advantage. 
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The purpose of this assignment is to critically examine the strategic organizational structures 

employed by hospitality businesses and analyse their impact on operational performance and 

service outcomes. Specifically, the study explores hierarchical, flat, and matrix organizational 

structures and evaluates how each model influences decision-making, operational efficiency, 

employee behaviour, communication, and corporate culture. The assignment also examines 

how hospitality organizations adapt their structures in response to market demands, customer 

expectations, and internal growth challenges. To support the analysis, real-world examples 

from well-known hospitality organizations such as Marriott International, Hilton Hotels & 

Resorts, and Airbnb are integrated throughout the discussion. 

By combining theoretical perspectives from organizational and hospitality management 

literature with practical industry examples, this assignment aims to demonstrate that 

organizational structure is not merely an administrative framework but a strategic mechanism 

that shapes service quality, employee engagement, and long-term organizational success in the 

hospitality industry. 
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3. Literature Review 

3.1 Organizational Structure: Conceptual Foundations 

Organizational structure is a fundamental concept in management theory and refers to the 

formal arrangement of roles, responsibilities, authority, and communication within an 

organization. According to Mintzberg (1980), organizational structure determines how work is 

divided, coordinated, and supervised to achieve strategic objectives. In service-oriented 

industries such as hospitality, structure is particularly significant because it directly influences 

employee behaviour, service delivery, and customer satisfaction. 

Robbins and Judge (2022) emphasize that organizational structure shapes how employees 

perceive their roles and how managers exercise control. The three core components of 

organizational structure include work specialization, departmentalization, and chain of 

command. These components determine how tasks are allocated and how decisions are made. 

In hospitality organizations, structural decisions affect frontline service interactions, 

coordination between departments, and the ability to respond to guest needs in real time. 

Jones and George (2020) argue that organizational structure must align with organizational 

strategy and external environmental conditions. In highly competitive and dynamic industries 

such as hospitality, rigid structures may hinder responsiveness, while flexible structures may 

enhance adaptability. Therefore, hospitality organizations must carefully design their structures 

to balance efficiency, control, and service quality. 

3.2 Organizational Structure in the Hospitality Industry 

The hospitality industry differs from manufacturing and other service sectors due to its high 

level of customer contact, labour intensity, and emphasis on experiential value. Walker (2021) 

notes that hospitality organizations rely heavily on human interaction to deliver value, making 

organizational structure a critical determinant of service outcomes. Unlike standardized 
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production processes, hospitality services are often co-created by employees and guests, 

requiring flexibility and discretion at the frontline level. 

 

Figure 1. Typical departmental structure in a hospitality organization illustrating 

interdependence between service functions. 

Lashley (2018) highlights that hospitality organizations traditionally favour bureaucratic and 

hierarchical structures to maintain service consistency and brand standards. However, such 

structures may conflict with the need for personalized service and emotional engagement, 

which are increasingly valued by modern consumers. As a result, hospitality scholars 

emphasize the need for adaptive organizational structures that empower employees while 

maintaining operational control. 
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Figure 2. Typical departmental structure in a small hospitality organization. 
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3.3 Hierarchical Organizational Structures 

Hierarchical organizational structures are characterized by multiple levels of authority, 

centralized decision-making, and clearly defined reporting relationships. This structure has 

long been the dominant model in large hospitality organizations, particularly international hotel 

chains and luxury resorts (Walker, 2021). In hierarchical systems, authority flows from top 

management to frontline employees through a formal chain of command. 

One of the primary advantages of hierarchical structures is their ability to ensure 

standardization and consistency. Mintzberg (1980) argues that hierarchical control mechanisms 

are effective in managing large organizations with complex operations. In hospitality, 

consistency in service quality is essential for brand reputation, especially for multinational 

hotel chains operating across diverse cultural and geographic contexts. 

 

Figure 3. Hierarchical organizational structure commonly used in large hotels and resorts. 

However, extensive literature highlights the limitations of hierarchical structures in service 

environments. Robbins and Judge (2022) note that centralized decision-making often slows 

response times and limits employee autonomy. In hospitality settings, where frontline 



Page 13 of 59 
 

employees are frequently required to address guest complaints and service failures, delays in 

decision-making can negatively impact guest satisfaction. 

Lashley (2018) further argues that hierarchical structures can reduce employee motivation and 

engagement by restricting empowerment and creativity. Employees operating under strict 

supervision may be less likely to take initiative or exceed guest expectations. As a result, 

scholars increasingly question the suitability of rigid hierarchies in contemporary hospitality 

environments. 

 

3.4 Flat Organizational Structures 

Flat organizational structures reduce the number of managerial layers and emphasize 

decentralized decision-making and employee empowerment. In flat structures, authority is 

distributed more evenly, and communication flows more freely across organizational levels. 

This model is commonly adopted by boutique hotels, independent restaurants, and hospitality 

start-ups seeking agility and innovation (Robbins & Judge, 2022). 

 

Figure 4. Typical departmental structure in a medium hotel hospitality organization. 
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Research suggests that flat structures can enhance employee engagement and job satisfaction 

by increasing autonomy and participation in decision-making. According to Jones and George 

(2020), employees in flat organizations are more likely to feel valued and trusted, which 

positively influences motivation and performance. In hospitality contexts, empowered 

employees are better equipped to personalize service and respond effectively to guest needs. 

However, flat organizational structures are not without challenges. Walker (2021) notes that 

role ambiguity and managerial overload can occur when responsibilities are not clearly defined. 

As hospitality organizations grow, maintaining coordination and control within flat structures 

becomes increasingly difficult. Scholars therefore suggest that flat structures are most effective 

in small to medium-sized hospitality businesses or as part of a hybrid organizational design. 

3.5 Matrix Organizational Structures 

Matrix organizational structures combine elements of both functional and divisional structures, 

allowing employees to report to multiple managers simultaneously. In hospitality 

organizations, matrix structures are commonly used to manage complex brand portfolios, 

global operations, and cross-functional projects (Jones & George, 2020). 

Matrix structures offer several advantages, including flexibility, efficient resource utilization, 

and enhanced collaboration across departments. Mintzberg (1980) argues that matrix systems 

are particularly effective in environments characterized by uncertainty and complexity. For 

multinational hospitality organizations, matrix structures enable coordination between 

corporate headquarters, regional offices, and individual properties. 

Despite these advantages, matrix structures can create confusion and conflict due to dual 

reporting relationships. Robbins and Judge (2022) highlight that unclear authority lines may 

lead to role conflict, stress, and reduced job satisfaction among employees. Effective 



Page 15 of 59 
 

communication and leadership are therefore essential for successful matrix implementation in 

hospitality organizations. 

3.6 Organizational Structure and Decision-Making 

Decision-making is a core managerial function that is significantly influenced by 

organizational structure. Centralized structures concentrate decision-making authority at higher 

management levels, while decentralized structures distribute authority across the organization. 

In hospitality contexts, decision-making speed and flexibility are critical determinants of 

service quality and guest satisfaction. 

Research indicates that decentralized decision-making enhances service responsiveness by 

empowering frontline employees to address guest issues immediately (Lashley, 2018). Flat and 

matrix structures facilitate faster decision-making by reducing bureaucratic barriers. 

Conversely, hierarchical structures may delay decision-making, particularly in service recovery 

situations, leading to guest dissatisfaction. 

 

3.7 Organizational Structure and Employee Behaviour 

Employee behaviour is strongly shaped by organizational structure, as structure influences job 

roles, communication patterns, and performance expectations. Schein (2017) argues that 

organizational structure reinforces behavioural norms by signalling what behaviours are valued 

and rewarded. In hospitality organizations, employee behaviour directly affects guest 

perceptions and service outcomes. 

Hierarchical structures often promote compliance and rule adherence, while flat structures 

encourage initiative and collaboration (Robbins & Judge, 2022). Empirical studies suggest that 

empowered employees demonstrate higher levels of engagement, emotional labour 
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effectiveness, and service orientation (Lashley, 2018). As a result, hospitality organizations 

increasingly emphasize structural designs that support positive employee behaviour. 

3.8 Organizational Structure and Communication 

Communication is a critical function in hospitality operations, as service delivery requires 

coordination across multiple departments. Organizational structure determines the flow of 

information and the ease with which employees can share feedback and ideas. According to 

Jones and George (2020), flat and matrix structures promote horizontal communication, while 

hierarchical structures rely heavily on vertical communication channels. 

 

Figure 5. Communication flow patterns influenced by organizational structure in 

hospitality operations. 
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Figure 6. Organizational Structure and Communication 

 

 

Figure 7. Organizational Structure and Communication 
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Effective communication is essential for maintaining service quality, resolving operational 

issues, and fostering teamwork. Research suggests that open communication systems improve 

employee morale and service innovation in hospitality settings (Walker, 2021). 

3.9 Organizational Structure and Corporate Culture 

Corporate culture refers to the shared values, beliefs, and assumptions that guide employee 

behaviour within an organization. Schein (2017) emphasizes that organizational structure is a 

key determinant of corporate culture, as it influences leadership styles, communication 

patterns, and decision-making processes. 

In hospitality organizations, culture plays a crucial role in shaping service attitudes and guest 

interactions. Hierarchical structures often foster formal and control-oriented cultures, while flat 

structures encourage collaboration and innovation. The alignment between organizational 

structure and corporate culture is therefore essential for delivering consistent and high-quality 

hospitality services. 

3.10 Adaptation of Organizational Structures in Hospitality 

The hospitality industry operates in an environment characterized by rapid change, 

technological disruption, and evolving customer expectations. As a result, hospitality 

organizations must continuously adapt their organizational structures to remain competitive. 

Jones and George (2020) argue that structural flexibility is a key source of competitive 

advantage in dynamic industries. 
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Figure 8. Evolution toward hybrid organizational structures in modern hospitality 

businesses. 

Recent literature highlights the emergence of hybrid organizational structures that combine 

hierarchical control with decentralized decision-making. These hybrid models allow hospitality 

organizations to maintain brand standards while empowering employees and encouraging 

innovation (Walker, 2021). 
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Figure 9. Success Factors in modern hospitality businesses. 

 

 

3.11 Research Gap 

Although extensive research has examined organizational structure in general management 

contexts, fewer studies focus specifically on the hospitality industry. Existing literature often 

emphasizes theoretical models without fully exploring their practical implications for service 

delivery and guest experience. This assignment addresses this gap by integrating management 

theory with real-world hospitality case studies to provide a comprehensive analysis of strategic 

organizational structures in hospitality businesses. 
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4. Methodology 

4.1 Research Design 

This study adopts a qualitative research design to examine the strategic organizational 

structures used in hospitality businesses and their impact on decision-making, employee 

behaviour, and guest experience. Qualitative research is appropriate for this study because it 

allows for in-depth exploration of complex organizational phenomena, including structural 

design, corporate culture, and service interactions, which cannot be adequately captured 

through quantitative methods alone (Creswell, 2018). 

The research is exploratory and descriptive in nature, focusing on understanding how 

different organizational structures operate within hospitality organizations and how these 

structures influence operational and behavioural outcomes. Rather than testing hypotheses, the 

study seeks to interpret existing theories and real-world practices within the hospitality 

industry. 

 

4.2 Research Approach 

A secondary data research approach was employed, relying on existing academic and 

industry sources. This approach is suitable because organizational structures of major 

hospitality firms are well-documented in scholarly literature and corporate publications. 

According to Saunders, Lewis, and Thornhill (2019), secondary data analysis enables 

researchers to synthesize existing knowledge and identify patterns across multiple sources. 

Sources of data included: 

• Peer-reviewed academic journals on management and hospitality 

• Hospitality management textbooks 
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• Corporate annual and sustainability reports 

• Industry publications and professional reports 

4.3 Research Process 
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Figure 10. Qualitative secondary research process adopted for the study. 
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The research process followed a systematic sequence to ensure rigor and reliability. Initially, 

relevant literature on organizational structure and hospitality management was identified 

through academic databases such as Google Scholar and institutional library resources. This 

was followed by a critical review and synthesis of theoretical frameworks and empirical 

findings. Finally, real-world hospitality case examples were analysed to contextualize 

theoretical insights. 

 

4.4 Case Study Selection 

A comparative case study method was used to examine organizational structures in selected 

hospitality businesses. Case studies enable detailed investigation of organizational practices 

within real-life contexts (Yin, 2018). Three globally recognized hospitality organizations were 

selected for analysis: 

• Marriott International – representing a large, hierarchical hotel chain 

• Hilton Hotels & Resorts – representing a hybrid organizational structure 

• Airbnb – representing a flat and decentralized organizational model 

These organizations were chosen due to their global presence, diverse business models, and 

extensive documentation in academic and industry literature. 
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Figure 11. Selected hospitality organizations representing different organizational 

structures. 

4.5 Data Collection Methods 

Data were collected from multiple secondary sources to ensure comprehensive coverage and 

triangulation. According to Creswell (2018), triangulation enhances the credibility of 

qualitative research by cross-verifying information from different sources. 

The data collection process involved: 

• Reviewing academic literature on organizational structure theories 

• Analysing corporate reports to understand structural design and governance 

• Examining industry articles discussing management practices in hospitality 

This multi-source approach enabled a holistic understanding of organizational structures and 

their practical implications. 
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4.6 Data Analysis Technique 

 

 

 

Figure 12. Thematic analysis process used to analyse secondary data. 

The study employed thematic analysis to analyse qualitative data. This method involves 

identifying, analysing, and interpreting recurring themes across data sources (Braun & Clarke, 

2006). Key themes included organizational structure types, decision-making processes, 

employee empowerment, communication patterns, and guest experience outcomes. 
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Thematic analysis was conducted in four stages: 

1. Familiarization with data 

2. Identification of key concepts and patterns 

3. Categorization into themes 

4. Interpretation and synthesis of findings 

4.7 Reliability and Validity 

Ensuring research reliability and validity is essential for academic rigor. Reliability was 

enhanced by using well-established academic sources and consistently applying theoretical 

frameworks across the analysis. Validity was supported through triangulation and the use of 

multiple case studies to compare and contrast organizational structures. 

 

Figure 13. Key dimensions of reliability and validity in qualitative research. 

 

4.8 Ethical Considerations 

This study relied exclusively on secondary data and did not involve human participants. As a 

result, ethical risks were minimal. All sources were appropriately cited in accordance with APA 

guidelines to avoid plagiarism and ensure academic integrity (Saunders et al., 2019). 
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4.9 Limitations of the Methodology 

Despite its strengths, the chosen methodology has limitations. The reliance on secondary data 

restricts the ability to capture firsthand employee or guest perspectives. Additionally, 

organizational structures may evolve over time, meaning that published data may not always 

reflect current practices. However, these limitations were mitigated by using recent sources and 

cross-referencing multiple publications. 

 

4.10 Summary of Methodological Approach 
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Figure 14. Overview of the methodological framework adopted in this study. 

In summary, this study employed a qualitative, secondary-data-based methodology supported 

by comparative case studies to examine strategic organizational structures in hospitality 

businesses. This approach provided a robust foundation for analysing how organizational 

structure influences decision-making, employee behaviour, communication, and guest 

experience. 
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5. Findings 

5.1 Overview of Key Findings 

The analysis of secondary data and comparative case studies revealed that organizational 

structure has a significant influence on decision-making efficiency, employee behaviour, 

communication effectiveness, and guest experience in hospitality businesses. The findings 

indicate that no single organizational structure is universally superior; rather, the effectiveness 

of a structure depends on organizational size, strategic objectives, market conditions, and 

service expectations. 

Across the selected case studies—Marriott International, Hilton Hotels & Resorts, and 

Airbnb—there was a clear trend toward hybrid organizational structures that integrate 

elements of hierarchical control with decentralized decision-making. This trend reflects the 

need to balance operational consistency with flexibility and innovation in a highly competitive 

hospitality environment. 

 

5.2 Impact of Organizational Structure on Decision-Making 

One of the most prominent findings of this study is the strong relationship between 

organizational structure and decision-making processes. Hierarchical structures were found to 

centralize decision-making authority at senior management levels, which ensures control and 

compliance with organizational policies but often results in slower response times. 
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Figure 15. Centralized versus decentralized decision-making processes in hospitality 

organizations. 

In contrast, flat and matrix organizational structures promote decentralized decision-making, 

enabling frontline employees to resolve guest issues without requiring managerial approval. 

This approach was particularly evident in Airbnb’s organizational model, where hosts and 

employees are empowered to make service-related decisions independently. The findings 
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suggest that decentralized decision-making enhances service recovery speed and guest 

satisfaction. 

5.3 Organizational Structure and Operational Efficiency 

The findings indicate that organizational structure significantly influences operational 

efficiency within hospitality businesses. Hierarchical structures provide clarity in roles and 

responsibilities, which improves coordination across departments such as front office, 

housekeeping, and food and beverage. This clarity is especially beneficial in large hotels with 

complex operations. 

 

Figure 16. Operational workflow and departmental coordination influenced by 

organizational structure. 

However, excessive bureaucracy within hierarchical systems was found to hinder flexibility 

and adaptability. Flat and hybrid structures demonstrated higher levels of operational agility, 

allowing hospitality organizations to respond more effectively to fluctuating demand, staffing 

challenges, and guest preferences. 
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5.4 Influence on Employee Behaviour and Empowerment 

Organizational structure has a direct impact on employee motivation, empowerment, and 

engagement: 

• Marriott: Clear roles and hierarchical authority promote compliance and standardized 

service, but reduce opportunities for creativity and initiative at the frontline. 

• Hilton: Hybrid structure allows property managers to make operational decisions and 

encourages collaboration across departments. Employees feel empowered to act within 

defined boundaries. 

• Airbnb: Flat structure fosters innovation, autonomy, and ownership over service 

outcomes. Employees are encouraged to propose ideas, implement improvements, and 

respond proactively to guest needs. 
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Figure 17. Impact of organizational structure on employee behaviour and empowerment. 

Analysis: These findings support Schein’s (2017) theory that structure influences culture 

and behaviour. Flat and hybrid structures cultivate engagement and service-oriented 

behaviours, while rigid hierarchies prioritize standardization over discretionary service. 

 

5.5 Communication Patterns 

Communication efficiency is strongly shaped by organizational structure: 

• Hierarchical (Marriott): Vertical communication dominates, with clear reporting 

lines. Feedback loops exist but are often slow, limiting responsiveness. 

• Hybrid (Hilton): Combines vertical and horizontal communication. Cross-functional 

collaboration allows coordination between departments while maintaining some central 

control. 

• Flat (Airbnb): Horizontal communication dominates. Teams share information 

directly, facilitating rapid problem-solving and innovation. 
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Figure 18. Communication flow in hierarchical, hybrid, and flat hospitality organizations. 



Page 37 of 59 
 

Analysis: Walker (2021) emphasizes that efficient communication is critical in hospitality, 

where seamless coordination across departments directly affects service delivery and guest 

satisfaction. Flat and hybrid structures promote faster communication and collaboration. 

5.6 Effect on Guest Experience 

Organizational structure impacts the quality, consistency, and personalization of guest 

services: 

• Marriott: Standardized experiences across global properties; slower adaptation to 

individual guest preferences. 

• Hilton: Maintains consistency while allowing property managers flexibility to 

personalize services. 

• Airbnb: Highly personalized and adaptable experiences, with rapid responses to 

complaints and guest requests. 

 

Figure 19. Relationship between organizational structure and guest experience. 
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Analysis: Standardization (hierarchical) ensures brand reliability, while flexibility (flat/hybrid) 

enhances guest satisfaction by allowing customization. These findings support Jones & George 

(2020), who argue that structure should align with service expectations and strategic goals. 

5.7 Adaptability to Market and Operational Changes 

The study revealed that organizations adapt structures differently based on growth, technology, 

and market dynamics: 

• Marriott: Maintains hierarchical structure but introduces digital platforms and cross-

functional project teams for flexibility. 

• Hilton: Adjusts hybrid structure by delegating more autonomy to regional teams 

responding to local markets. 

• Airbnb: Continuously evolves flat structure for scaling operations globally while 

maintaining agility. 

 

Figure 20. Adaptation strategies of hospitality organizations in response to market demands. 
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Analysis: Hybrid and flat structures offer greater adaptability, allowing organizations to 

innovate, respond to technological changes, and meet evolving customer expectations. 

Hierarchical structures provide stability but may lack flexibility in fast-changing environments. 

5.8 Summary of Findings 

1. Organizational Structure: Marriott → hierarchical, Hilton → hybrid, Airbnb → flat. 

2. Decision-Making: Decentralized structures allow faster, more responsive decisions. 

3. Employee Behaviour: Flat and hybrid structures increase empowerment, engagement, 

and creativity. 

4. Communication: Horizontal communication in flat and hybrid models enhances 

coordination. 

5. Guest Experience: Trade-off between standardization and personalization; flat/hybrid 

structures support greater customization. 

6. Adaptability: Hybrid and flat structures are more agile in responding to market 

changes. 

Overall Insight: Organizational structure is a strategic tool that directly influences operational 

efficiency, employee behaviour, communication, and guest experience in hospitality 

organizations. Hybrid and flat structures are increasingly favoured for balancing control 

with flexibility, whereas hierarchical structures continue to maintain standardization across 

global operations. 
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6. Discussion 

6.1 Introduction 

The Discussion section interprets the findings of this study in the context of existing literature 

on organizational structures in hospitality businesses. It critically examines how hierarchical, 

hybrid, and flat structures influence decision-making, employee behaviour, communication, 

and guest experience, and explores the strategic implications for contemporary hospitality 

organizations. By comparing real-world examples from Marriott, Hilton, and Airbnb with 

theoretical frameworks, this section highlights both the advantages and limitations of each 

structure. 

6.2 Organizational Structure and Strategic Alignment 

The findings indicate that organizational structure serves as a strategic tool that shapes 

operations, employee behaviour, and service delivery. Hierarchical structures, as seen in 

Marriott, support consistency and operational control, aligning with Mintzberg’s (1980) 

“machine bureaucracy” model, where standardization and formalization are key. However, 

the centralized decision-making inherent in such structures can limit flexibility and 

responsiveness to evolving guest expectations (Walker, 2021). 

Hybrid structures, exemplified by Hilton, combine hierarchical control with localized decision-

making, creating a balance between consistency and adaptability. This aligns with 

contingency theory, which posits that organizations must adjust structure to fit environmental 

conditions (Jones & George, 2020). In contrast, Airbnb’s flat structure prioritizes agility, 

innovation, and rapid decision-making, reflecting a modern organic structure that thrives 

in uncertain and dynamic markets. 
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Figure 21. Comparison of organizational structures and their strategic alignment in 

hospitality businesses. 

Analysis: This finding underscores the need for strategic congruence—the structure of an 

organization must reflect its size, market positioning, and service philosophy. Large hotel 

chains favour hierarchical control for brand standardization, while technology-driven platforms 

favour decentralized, flat structures for innovation. 
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6.3 Decision-Making and Operational Efficiency 

The study demonstrates that decision-making efficiency varies significantly across structures: 

• Hierarchical structures centralize authority, ensuring uniform decisions across 

locations, but slow response times at the operational level. 

• Hybrid structures delegate operational decisions to property managers while 

maintaining strategic oversight, improving responsiveness without sacrificing 

consistency. 

• Flat structures enable immediate decision-making, fostering innovation but 

potentially risking coordination challenges in large-scale operations. 
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Figure 22. Decision-making efficiency and operational effectiveness across organizational 

structures. 

Critical Insight: While hierarchical systems optimize consistency, hybrid and flat structures 

enhance flexibility and adaptability, which are critical in hospitality environments where 

guest satisfaction depends on timely responses to service issues (Lashley, 2018). Therefore, 

hospitality managers must evaluate trade-offs between control and responsiveness when 

designing organizational structures. 

 

6.4 Employee Behaviour and Empowerment 

Employee engagement and empowerment are highly influenced by structural design. The 

findings show that: 

• Hierarchical structures can constrain employee initiative, reducing opportunities for 

creative problem-solving but providing clear role clarity. 

• Hybrid structures enhance autonomy at the property level while maintaining 

corporate oversight. 
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• Flat structures maximize employee empowerment, fostering collaboration, 

innovation, and a strong sense of ownership over guest outcomes. 

 

 

Figure 23. Impact of organizational structure on employee behaviour and empowerment. 

Analysis: These observations are consistent with Schein (2017), who argues that structure 

shapes corporate culture and employee behaviour. Hospitality organizations that emphasize 

employee empowerment are better positioned to deliver exceptional service, particularly in 

environments where personalized guest experiences are valued. 

 

6.5 Communication and Coordination 

Effective communication is a critical determinant of service quality in hospitality businesses. 

The study found: 
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• Hierarchical structures rely on vertical communication channels, which can delay 

information flow. 

• Hybrid structures incorporate both vertical and horizontal communication, facilitating 

cross-departmental collaboration. 

• Flat structures prioritize horizontal communication, promoting rapid knowledge 

sharing and problem-solving. 

 

 

Figure 24. Communication and coordination effectiveness across organizational structures. 
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Insight: Horizontal communication channels, as seen in hybrid and flat structures, are 

particularly effective in complex service environments where quick coordination between 

departments (e.g., front desk, housekeeping, F&B) is critical for guest satisfaction (Walker, 

2021). Hierarchical structures, while promoting order, may slow response to operational 

challenges. 

 

6.6 Guest Experience Implications 

Organizational structure significantly affects guest satisfaction and service personalization: 

• Hierarchical structures provide standardized, predictable experiences, ensuring 

brand consistency but limiting customization. 

• Hybrid structures balance consistency with local adaptation, allowing managers to 

tailor services to guest preferences. 

• Flat structures maximize personalization and responsiveness, enabling innovative 

service delivery but requiring strong coordination mechanisms. 

 

 

Figure 25. Relationship between organizational structure and guest experience quality. 
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Analysis: The findings confirm that structure-service alignment is essential in hospitality 

management. Hybrid and flat structures facilitate personalized experiences, which 

increasingly influence guest loyalty in competitive markets. 

 

6.7 Adaptability to Market Changes 

Hospitality organizations must adapt structures to respond to market demands, technological 

innovations, and operational growth: 

• Marriott introduces digital platforms and cross-functional teams while retaining 

hierarchical oversight. 

• Hilton delegates more authority to regions under its hybrid model. 

• Airbnb evolves its flat structure to scale globally while maintaining agility and team 

autonomy. 
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Figure 26. Adaptation strategies of hospitality organizations to market changes. 

Critical Insight: Hybrid and flat structures are inherently more adaptable, enabling rapid 

innovation and responsiveness. Hierarchical systems offer stability but may be slower to react 

to external disruptions (Jones & George, 2020). This aligns with contingency theory, which 

emphasizes that organizational structure should be flexible and responsive to environmental 

complexity. 
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6.8 Comparative Analysis of Structures 

Structure 

Type 

Advantages Limitations Best Fit in Hospitality 

Hierarchical 

(Marriott) 

Standardization, control, 

clear roles 

Slow decision-making, 

limited empowerment 

Large global chains 

with brand consistency 

focus 

Hybrid 

(Hilton) 

Balance of control and 

flexibility, empowered 

managers 

Complex reporting, 

requires coordination 

Multi-property hotels, 

regional operations 

Flat (Airbnb) 

Agility, innovation, 

employee autonomy 

Coordination 

challenges in large-

scale ops 

Digital platforms, start-

ups, boutique services 

Figure 27. Comparative analysis of hierarchical, hybrid, and flat organizational structures 

in hospitality businesses. 

Discussion: This table highlights that no structure is universally superior. The choice 

depends on strategic priorities: standardization vs flexibility, control vs innovation, and 

operational scale. Hybrid models are emerging as the optimal compromise in modern 

hospitality management. 

 

6.9 Theoretical Implications 

The findings reinforce several key management theories: 

1. Mintzberg’s Structural Configurations: Hierarchical (machine bureaucracy) vs 

organic (flat) structures accurately describe real-world hospitality organizations. 
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2. Contingency Theory: The effectiveness of a structure depends on organizational size, 

environment, and service demands (Jones & George, 2020). 

3. Schein’s Culture Model: Organizational structure shapes employee behavior, 

communication patterns, and service culture. 

These theoretical insights validate the observed trends in hospitality organizations and explain 

why hybrid and flat structures are increasingly adopted in dynamic markets. 
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7. Conclusions  

7.1 Organizational Structure Determines Strategic Alignment 

The study confirms that the choice of organizational structure is a critical strategic decision 

for hospitality businesses. Marriott’s hierarchical model aligns with its global brand strategy, 

ensuring consistency, operational control, and standardized guest experiences. Hilton’s hybrid 

structure strikes a balance between corporate control and property-level flexibility, enabling 

responsiveness to regional markets. Airbnb’s flat structure prioritizes agility, innovation, and 

rapid decision-making, reflecting a business model driven by digital coordination and 

customer-centric service (Mintzberg, 1980; Jones & George, 2020). 

Insight: Organizational structures are not “one-size-fits-all.” Effectiveness depends on size, 

market position, service philosophy, and strategic objectives. Hybrid structures are 

increasingly prevalent in large-scale hospitality businesses seeking to balance control and 

flexibility. 

 

7.2 Decision-Making Efficiency 

The research highlights that organizational structure directly impacts decision-making speed 

and quality: 

• Hierarchical structures centralize authority, enhancing strategic consistency, but 

slowing responsiveness at operational levels. 

• Hybrid structures delegate operational decisions, improving responsiveness without 

compromising corporate oversight. 

• Flat structures empower teams to make immediate decisions, enhancing innovation 

and adaptability (Lashley, 2018). 
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Conclusion: For hospitality businesses, particularly those operating in dynamic or high-

competition environments, decentralized or hybrid decision-making models are essential for 

maintaining service responsiveness and guest satisfaction. 

 

7.3 Employee Behaviour and Empowerment 

Employee engagement and empowerment are strongly influenced by organizational design: 

• Hierarchical structures provide clear roles and accountability but may limit initiative 

and creativity. 

• Hybrid structures allow property managers and frontline staff some autonomy, 

encouraging collaboration. 

• Flat structures maximize empowerment, fostering innovation, ownership, and 

proactive service (Schein, 2017). 

Conclusion: Organizations that prioritize employee empowerment and engagement are better 

positioned to deliver high-quality, personalized guest experiences. Hybrid and flat structures 

support this goal, while hierarchical models require additional mechanisms (e.g., training 

programs) to enhance empowerment. 

 

7.4 Communication and Coordination 

The study demonstrates that communication flows are heavily dependent on structure: 

• Hierarchical → vertical, slower feedback loops 

• Hybrid → mix of vertical and horizontal, moderate speed and collaboration 

• Flat → horizontal, rapid, and collaborative 
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Conclusion: Effective communication is critical for service coordination, issue resolution, 

and operational efficiency. Hybrid and flat structures enhance horizontal communication, 

enabling quick problem-solving and fostering teamwork, while hierarchical systems require 

structured protocols to maintain information flow. 

 

7.5 Guest Experience and Service Delivery 

Organizational structure shapes the guest experience: 

• Hierarchical → standardized service, predictable quality 

• Hybrid → balance of consistency and personalization 

• Flat → high flexibility, unique experiences tailored to guest preferences 

Conclusion: Structures that empower employees and encourage local decision-making 

support higher guest satisfaction through personalization and responsiveness. Hybrid and flat 

models are particularly effective in meeting modern consumer expectations for tailored and 

seamless experiences. 
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8. Recommendations 

Based on the findings and discussion, the following recommendations are made for hospitality 

organizations: 

8.1 Structural Recommendations 

1. Large Hotel Chains (e.g., Marriott): 

o Retain hierarchical control for brand consistency but integrate hybrid elements, 

such as regional decision-making teams and cross-functional project units. 

o Leverage digital communication tools to reduce delays in operational 

decision-making. 

2. Mid-sized Hotels (e.g., Hilton): 

o Maintain hybrid structures, empowering property managers to make local 

operational and guest service decisions. 

o Encourage cross-department collaboration to improve service delivery and 

responsiveness. 

3. Tech-driven Platforms/Boutique Hotels (e.g., Airbnb): 

o Preserve flat and agile structures for innovation and rapid decision-making. 

o Implement clear coordination systems and collaborative platforms to manage 

team communication and operational scaling. 

 

8.2 Employee Engagement and Training 

• Invest in training programs that develop decision-making skills for employees at all 

levels. 
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• Implement empowerment initiatives that encourage creativity, problem-solving, and 

proactive service. 

• Encourage continuous feedback and recognition to foster motivation and employee 

retention. 

 

8.3 Communication Systems 

• Introduce horizontal communication channels to facilitate rapid problem-solving. 

• Use digital platforms and collaboration tools to enhance coordination in 

decentralized or flat structures. 

• Establish structured reporting mechanisms to maintain clarity in hybrid or 

hierarchical structures. 

 

8.4 Summary Table of Recommendations 

Area Recommendation Expected Outcome 

Structure 

Integrate hybrid elements in hierarchical 

chains; maintain agility in flat 

organizations 

Balance control, flexibility, 

and innovation 

Employee 

Engagement 

Empower staff, provide training, 

encourage initiative 

Higher motivation, service 

quality, and retention 

Communication 

Establish horizontal channels, digital 

platforms 

Faster coordination, problem-

solving efficiency 
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Area Recommendation Expected Outcome 

Guest Experience 

Enable localized decisions, 

personalization protocols 

Enhanced satisfaction, loyalty, 

and repeat business 

Adaptability Regularly review structure and processes 

Improved responsiveness to 

market and technology 

changes 
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