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Introduction 
Hotels are not only places one can find great food and comfortable rooms; they are also centers for community life, entertainment, communication, and personal services. 1 Thus, it is no surprise that the hospitality industry is labor-intensive; many staff members of all organizational levels are needed. The majority of these employees are entry-level personnel. Their work is directed by supervisors, several of whom were line level employees earlier. These “ first-level” managers are critical to the success of the organization. They not only implement procedures and emphasize the organization’s culture, but also serve as the link between staff and higher levels of the organization. 
As a team, we interviewed six members of the executive team at Hilton Boston Back Bay: Debra Small, director of Human Resources; Edward Ortiz-Alcantara, manager of Human Resources; Paul Dwyer, Director of Security; Ruth Raposo, Director of Housekeeping; Stan Pendrak, Director of Catering; and John Sparaco, Assistant Banquet Manager. The purpose of our interview sessions was to learn the functions of the department, the roles of the executives/managers, and to understand how the organization functions. 
The Seven S Model is a useful tool for companies to determine what works in their organizations. The hard variables – Structure, Strategy, and Systems – must align with the soft variables – Skills, Style, Staff, and Shared Values – in order for the organization to perform well (Exhibit A). This paper will analyze Hilton Back Bay and their use of the Seven S Model to determine organizational alignment. 
2. SHARED VALUES: CULTURE: 
* Organizational Culture 
Organizational culture is the personality of the organization. Culture is like “ the operating system” of the organization. It guides how employees think, act and feel. 3 Neither the company, nor the individual employee will progress unless a solid framework of values is instituted within the company. 
The hotel industry, in all respects, “ from its clientele, locality, or labor market,” is probably the most culturally diverse of all industries. 4 Thus, Hilton’s organizational culture revolves around its people, its brands and high standard expectations in the way they operate around the world. 5 These values are centered around employees, the environment, customers and their community. Every employee considers the Hilton working environment as a ‘ big happy family’. Managers at Hilton believe that this value and the positive working environment hold them together, and make them love their jobs. Providing a rich cultural environment motivates employees, maintains a satisfied staff and develops a better relationship between the managers and their employees. 6 They believe that these values help them cope with different circumstances and work with different people from different backgrounds. These values form the common ground for them to work together. Managers at Hilton, such as Ms. Raposo, manager of Housekeeping, says “ Even though it’s a strict working environment, seeing friendly faces all around me makes me feel like I am a part of one big happy family”. 
3. STRUCTURE: 
* Organizational Structure 
In order to be successful, an organization must have an organizational structure that is consistent with the goals, strategies, policies, and procedures set forth. Hilton implements a formal hierarchy, which assigns legitimate power to individuals, who then use this power to direct work processes and allocate resources. Hilton operates under a mechanistic structure with a focus on a functional structure of departmentalization. As seen in Exhibit B, Hilton operates with a narrow span of control and high degrees of formalization and centralization. Regarding the Housekeeping Department, Ms. Raposo stated that her department is highly functional where her team members work in their specific field (i. e. housekeeping and laundry). An important advantage of this structure is that they foster professional identity and clarify career paths. Direct supervision is easier because managers have experience in that functional area and employees approach them with common problems and issues. 7 By using functional structures, Hilton “ creates an economy of scale that would not exist if functional specialists were spread over different parts of the organization.” 8 
4. STYLE: 
* Leadership 
“ I define leadership as leaders inducing followers to act for certain goals that represent the values and the motivations, the wants and the needs, the aspiration and the expectations, of both leaders and followers” 9. Being aware of the organization’s common goal, the managers should lead their workers in a way that would motivate them to work towards that common goal. 
However, different leaders have their own unique ways of leading their workers. At Hilton, the managers have a common leadership style: people-oriented leadership. They are highly concerned about their employees and believe that the only way to earn their ‘ team members’ respect and achieve the goal of their department is by giving them respect in return and showing that they appreciate their hard work. Mr. Pendrak, the Catering Department Director says “ I believe in managing my team the way that I would want to be managed. I try to keep an open-door policy with my team at all times, and emphasize the power of making decisions for the betterment of the team”. While a few managers freely allow their employees to participate in the decision making, the others only accept ‘ suggestions’ from their workers. “ What a leader does is less to motivate than to liberate, involve, make people accountable and cause them to reach for their potential” 10. 
At Hilton, managers like Mr. Dwyer believes that to be an efficient and successful leader, he needs to involve team members in each major task, understand their needs and support their decisions. “ I consider myself a working boss because I would never ask someone to do something that I would not do myself. I help people; they help me”. Rather than being an autocratic leader, each manager believes in leading in a democratic way, by giving each employee a chance to express himself/herself. Hilton managers believe in equality. They place themselves in the workers shoes and consider what they feel about their job. They would “ never ask a worker to do anything that they would never want to do.” For example, Ms. Raposo says, “ There is nothing here that I haven’t done. I have kicked off my shoes and buffed the floor. I didn’t know how to make beds. The first time it took me 15 minutes to make the bed. And that’s a lot of time, considering the tight schedule each team member has. But I did it. To earn the respect of each team member, I work with them on a personal basis.” 
The managers at Hilton believe that an effective leader is one who builds a trustworthy, respectful, and friendly relationship with their workers. However, some managers do not allow their team members the liberty to voice individual opinions and participate in the decision making process. Managers should practice participative leadership by letting their employees make decisions, which gives them a sense of job satisfaction and a feeling of empowerment. 
. Also, focusing highly on their workers might lead the managers at Hilton to ignore their production. It is equally important for a manager to give importance to their task (production) as it is to consider their employees. In the hotel industry, competition is extremely intense, and it is expected that each corporation has a high level of productivity in order to satisfy the customers’ needs. Unless leaders drive their employees to pay special attention to their jobs, this expectation cannot be held. Therefore, it is pertinent for a successful and effective leader to be people-oriented and task oriented. Hilton managers should use the Leadership Grid (Managerial Grid) to asses their current positions as a people-oriented or task-oriented leader. By using this, leaders can improve their work quality by focusing on the negative aspects of their leadership skills. 
5. STAFF: 
* Selection, Training, and Evaluation of Employees 
“ The hiring and training of people that have the capacity and skills sets to deliver quality service is the first step to guest satisfaction,” B. Thomas Goliano, CEO of Hilton Corporation once said. The first step in the hiring process is to select potential employees, who are thoroughly screened against “ developed criteria, specifications, and a quality management culture.” 11 Each employee should be matched against the ideal to evaluate their suitability for the job. 12 At Hilton Hotels, the hiring process begins with the Human Resources department. According to Ms. Debra Small, “ Every applicant goes through the interview process and then we [Human Resources] decide which candidates suit specific departments.” 
Training allows management to make more effective use of manpower. It not only provides the means for enhancing performance of employees working at less than their best, but also for making better use of staff already working well. 13 Training is necessary to meet performance goals in the hospitality industry. 14 There are six basic steps in the training process (Exhibit C). Hilton implements these six steps in their Training and Development process. The first part of the Hilton’s training begins with the “ New Team Member Orientation.” This mandatory orientation introduces new team members to goals and expectations of the hotel as well as identifying the importance of member contribution. This is also the process that engages the new member in his/her new work environment. The second portion of the training process is “ Departmental Orientation.” This orientation focuses on the work area, tools, and skills of the job. 
It is also when training-on-the job begins using the Hilton Brand specific Standards, known as “ Performance for Excellence.” 15 Implementing a hands-on- experience is an advantage because it allows team members to learn at a faster pace, thus more productivity. The objective of training should be to help employees better perform their jobs. In order for this to happen, it is necessary for the employee to understand exactly what their job entails. 16 Hilton fulfills this objective thoroughly during the training and development process. During training, the new team member identifies with the motivational core job characteristics of the job characteristics mode. Hilton’s orientation sessions inform the new team members on what their level of skill variety, task identity, task significance, autonomy, and job feedback is. In turn, these characteristics set the basis for job motivation. Training also encourages employee cohesiveness. Employees who have similar values and skills will have more of an inclination to work together. By grouping employees together, training is easier because of task similarity and the opportunity to learn from each other. 17 
After the selection of new team members and the training and development process, performance appraisal and evaluation is the ongoing responsibility of every leader. 18 The first evaluation new team members receive at Hilton is a 90-day introductory period. As Mr. Ortiz-Alcantara, manager of Human Resources, explained, “ This period evaluates the employee to make sure they are aligning with their position. If they are not, they will then be relocated to another department that suits them better.” The introduction period is very important because employees need to fit in with their working environment to increase job satisfaction. After this initial evaluation, new team members are then re-evaluated one year after the hire date by their supervisors. This re-evaluation requires “ a three-page form that grades the employees in specific regions.” There are nine aspects of evaluating performance (Exhibit D). 
At Hilton, different managers implement different types of evaluations. For example, Ms. Raposo, director of Housekeeping, she says “ evaluates [her] team members based on their performance and their motivation level. If they show keenness towards working on special projects without being mentioned to, they automatically are positively evaluated. I believe employees can show their eagerness to work by being well-informed.” Performance evaluations should also be conducted periodically to inform team members of how they are doing and if their work is satisfactory or not. 19 Mr. Pendrak, director of Catering, does exactly this within his own department. “ Employees are evaluated and issues are reviewed as a group at weekly departmental meetings. Individual employee assessment is completed once a quarter.” Hilton’s performance evaluations encourage motivation by allowing team members to see that their rewards are directly proportional to their efforts. It also helps develop as well as reinforce their organization’s culture. 
* Individuals & Teams 
“ No individual is more important than the other. People on the team share varying degrees of responsibility, but the success of the team is really determined by the performance of each individual and the contribution of the individual makes the team effort” – General George S. Patton on Teams. 
Today, teams are replacing individuals as the basic building blocks of organizations. The hospitality industry requires the coordinated efforts of a large number of staff members to come together and work cooperatively as a team. 20 At Hilton Hotels, employees are called “ Team Members.” Each department is a team and all teams work together to properly accommodate service and products to guests. This is more formally known as “ Individual Hospitality Department Teams.” 21 Each department manager we interviewed emphasized the importance of cross-functional communication of different departments. Mr. Paul Dwyer, director of Security, explained that it was pertinent his department inform all other departments about any safety and security issues. Likewise, Ms. Raposo explained that Housekeeping “ must also communicate directly with the Front Desk in order to ensure that sufficient supplies are available and there are personnel in place to fulfill the customer needs.” 
Hilton’s departments are team-organized departments, where they have a supervisor and team members interact and coordinate work activities directly with each other. Teamwork involves a feeling of belonging; it is present in an organization that is characterized by “ cohesion, mutual warmth and support, trust, and pride.” 22 Most departments at Hilton have a smaller team size, have similarity in skills, and interact on a regular basis, which enhances higher levels of cohesion and motivates team members to work together. The key to effective performance of an organization is a good “ team” dynamic. If a team gets along well, the company prospers because the staff is happy. 23 Hilton proves to be no exception to creating this dynamic and synergy between team members. In order to improve the function of the team, Hilton managers implement team building activities. Ms. Raposo implements team building activities such as, “ organizing events like Potluck dinners on special occasions like Mother’s Day as well as organizing different events for each day of the National Appreciation week.” Mr. Pendrak builds team member relations by “ going out with each other to celebrate any special occasions for the team. For example, we go bowling as a group or go out for some drinks.” 
After performing a project, adjourning and giving feedback is crucial to team development. 24 Understanding where the team went wrong is essential to prevent future mistakes. Interaction between people is essential thus meetings are an important part of team building. 25 Regularly scheduled staff meetings in each Hilton Hotel department are planned to keep the team members informed thus providing smooth functionality of the team. 
* Employee Participation 
“ Empowerment has clearly become the latest in a long litany of vogue practices that have ebbed and flowed over corporations like the changing of the tide. Many (corporations) utilize an advanced form of empowerment called self-directed work teams.” 26 An example of the effective use of self-directed work teams is in the Housekeeping Department at Hilton. A housekeeper is assigned to a specific floor based on experience and years with the hotel. This housekeeper is assigned an assistant and works in conjunction with the other members of the Housekeeping Department. Their responsibilities include the management of their floor, the inflows and outflows of their work, and the correction of problems. The housekeepers receive feedback from a guest upon check-out through a guest feedback form. One of the major benefits of employee involvement is the improvement of decision quality (Exhibit E). With the adoption of self-directed work teams, Hilton “ should enjoy higher productivity and quality, leading to lower costs and higher product demand”. 27 
6. SYSTEMS: 
* Motivation 
“ Motivation is not something that a manager does so that employees will ‘ come to work motivated.’ Motivation must be viewed as an outgrowth of meaningful work. For work to have meaning it must be designed to challenge the employee.” 28 All Hilton managers and team members follow Alderfer’s ERG Theory of motivation. ERG theory groups human needs into three broad categories: existence, relatedness, and growth. 
Existence needs include such things as food, shelter, and safe working conditions. These factors are so basic to worker performance that they have a strong negative impact on morale and motivation if they’re neglected by managers. 29 At Hilton, team members are given free meals during their shift. Also, team members who have been employed by Hilton for at least six months can take advantage of the Complimentary Room Program. Regarding working conditions, team members need adequate equipment, space, heating, lighting, and ventilation. They should be able to enjoy the environment in which they perform their jobs. A way to improve working conditions at Hilton is to add vibrant colors to the walls and play popular music in the work areas. These factors will make the team members more satisfied, thus increasing their motivation to perform. 
Relatedness needs include a person’s need to interact with other people, receive public recognition, and feel secure around people. “ The employer should provide an environment of acceptance, confidence, mutual trust, and openness toward employees.” 30 Most of the managers interviewed stated that a factor that keeps them motivated is the friendly environment and the close-knit bond they share. Ms. Raposo does an excellent job in creating interpersonal relationships with her 62 team members by sharing “ secrets” from a book called 101 Secrets of Happy People. This innovativeness proves to her team members that she wants to keep them interested in their jobs. More departments at Hilton should incorporate non-work related activities to keep their team members motivated. 
Growth needs consist of a person’s self-esteem through personal achievement as well as the concept of self-actualization. All managers interviewed stated that a personal motivational factor is the constant room for growth. Mr. Dwyer says “ I have come so far with this company and I have grown so much, that it is exciting to see where this can take me.” Even though these managers show ambition toward their own careers, they still need to be focused on satisfying their clients and team members. Mr. Pendrak states that “ the true challenge for me is to try and find a balance between satisfying clients and satisfying myself for growth in the company.” All managers at Hilton should adopt this approach to ensure maximum opportunities for everyone involved. 
* Communication 
“ Accurate and full communication— the giving or exchange of information, ideas, and feelings through talking, writing, or signs— is vital to the health or an organization.” 31 In order for successful communications to occur, employees require a high level of communication competence. After employees determine the appropriate communication patterns, they utilize the communications process model (see Exhibit F), which assists in the transmittal of messages and feedback. There are many different ways to transmit information through an organization, such as verbal and nonverbal communication. 
Electronic mail (e-mail), a form of nonverbal communication, is relied on heavily at Hilton. Mr. Ortiz-Alcantara, from the Human Resources Department, stated that “ any communication between cross-functional departments is done mainly through e-mail”. This communication channel is preferred because of the simplicity of coordinating work and for sending well-defined information for decision making. “ The use of e-mail tends to increase the volume of communication and significantly alters the flow of that information throughout the organization”. 32 In addition to the abundant use of e-mail by all employees, managers of Hilton are given Nextel cellular phones that must be turned on at all times. The use of cellular phones emphasizes verbal communication channels between departments, making the interdepartmental communication a successful aspect of Hilton. 
Another effective communication channel is the use of an open-door policy for employees. According to Mr. Pendrak, he likes to keep an open-door at all times to ensure the maximum level of communication and to “ emphasize the power of making decisions for the betterment of the team”. When employees can see how their contributions improve a process, they are more likely to feel a connection to the organization. Employees strive when they feel that they are essential in the survival of the business. 33 More managers at Hilton should emphasize an open-door policy to ensure effective communication. 
A high level of interdepartmental communication determines the extent of knowledge for all employees. Banquet meetings are held three times per week. These meetings are headed by Mr. Pendrak, and include six departments. These are informational meetings which review the details of the upcoming corporate and social events. Even though these meetings are beneficial for the departments involved, the Front Office department should also be involved to maximize communication. As seen in Exhibit G, the Front Office is the centralized unit of hotel management. Hilton should involve the Front Office Department with all the interdepartmental meetings because they are the hub of the organization. The employees of this department are in direct contact with hotel guests and should be well informed on all issues regarding the hotel. These meetings would be beneficial for the other managers to implement and to improve the communication process. 
Another important aspect to the communication process is the transmittal of feedback. The ability to give and receive constructive feedback is an essential skill for managers and team members alike. “ A control system is useless unless it provides those and authority with the information they require in order to manage the business effectively. Making such feedback available to all levels in the organization may help to develop and indeed motivate the staff.” 34 While providing feedback is a very important part of effective interpersonal communication, receiving feedback is essential to this level of effectiveness. The duty of the receiver is to be an active listener (see Exhibit H). Though all departments interviewed stated that feedback and evaluation periods occur, there was no mention of employees providing feedback on their department or managers’ performances. It would be beneficial to the company if surveys were completed by all employees regarding the company’s performance (see Exhibit I). 
The use of employee surveys is very important to an organization because it “ can help top management to understand employee problems and can give employees some feeling of participation and value to the organization”. 35 Mr. Dwyer, Director of Security, states that constant interaction and feedback are what makes his department run smoothly. These tasks are less complicated for Mr. Dwyer’s department because of its rather small size. However, for the Housekeeping Department, employee surveys should be utilized to get a full understanding of all team members’ positions. Some housekeepers have been working for Hilton for over fifteen years and their expertise in the field can thoroughly advance Hilton’s position. 
7. SKILLS: 
* Conflict Resolution and Problem Solving 
Conflict management is one of the many important aspects of an effective manager. If conflict is disregarded, it can slow down the achievement of goals. Properly managed, conflict can be constructive and helpful. 36 
Conflict resolution is a process that focuses on regulating disputes so that people in opposition can rise above their individual viewpoints and see possibilities of working together in a “ mutually supportive” ways. 37 Each manager that was interviewed cited conflict as a significant aspect of management in the hotel industry. At Hilton, all managers manage conflict using the same tactics. They resolve conflicts by attempting third-party conflict negotiation. As a neutral person, managers at Hilton can resolve differences efficiently, effectively, and fairly. 
If a conflict cannot reach the area of potential agreement; the individual department head forwards the case to the HR Department. HR will evaluate the situation and take the necessary action, which may result in the employee termination. For instance, Miss Raposo’s strategy for conflict management is simply to ‘ get the two team members to [my] office and ask them to talk it through’. She does not allow the employees to ignore their problems, since she believes that avoiding trivial conflicts might lead to greater problems in future. Likewise, Ms. Small also believes in solving the problem as soon it occurs and moving on. She tries to maintain a friendly working environment by forcing employees to attend different communicational work shops. 
It is very important for management to recognize the sources of such conflicts and make sure that such disputes do not arise in future again. At Hilton, conflicts are successfully managed. The management intervenes as the third party who is then able to look at the conflict through a different perspective. Effectively negotiating attempts to end in a win – win situation, which results in an maximizing the benefits and minimizes the ugly consequences of the conflicts. 
* Quality and Performance 
As of today, organizations are satisfied if their customers are satisfied. However, many organizations like Hilton believe that their goal is to achieve its customers’ loyalty. 38 Hilton serves it’s customers by addressing the customers needs and set their environment in such a way that their customers always leave the hotel with a sense of satisfaction. They believe that in an industry like that of hotel industry “ the winners – those companies who can deliver for their guests, customers, employees, shareholders and owners – will be those with the best brands…the best locations…size and scale…the best people…attractive marketing programs…and financial strength. Few fit the bill. Hilton Hotels Corporation stands above the rest”. 39 According to Mr. Robert E. Dirks, the Vice President of Hilton Group, “ If Hilton Hotels & Resorts can identify ways to help guests perform or feel better when away from home, then we want to be able to provide these travelers with the means to do so.” 40 
In order to ensure this type of quality, Hilton tracks internal and external performance along with customer satisfaction and loyalty through a number of processes. They follow the Strategic Performance and Management System, which uses the Balanced Scorecard and the Customer Satisfaction Tracking System (Exhibit J) 41. They also use OnQ, which is an IT driven tool. This tool helps Hilton to keep track their guests and their preference from all over the nation. OnQ is extremely helpful in judging the level of satisfaction that was achieved by staying at Hilton 42. Hilton also established an institute called the Hilton Quality Service Institute that provides intensive service workshops. It also educates each employee on the hospitality programs and service philosophy. They also have an ongoing cultural philosophy called “ the 100% Satisfaction Guarantee” through which they “ commit to high quality accommodations, friendly and efficient service, and clean comfortable surroundings, for all guests”. 43 
In this rapidly changing environment, it is important for each company in every industry to align their positions to change. At Hilton, the management is well equipped with the latest information technological tools to ensure their productivity level is as expected. For example, they use Customer Satisfaction Tracking System to make sure that their customers are satisfied and their loyalties lie with Hilton. Latest technological equipments open up new business opportunities, allow companies to compete globally and also help to improve and strengthen the employee-management relations by keeping in constant touch. Hilton has an advantage by improving the quality of their service and enriching their performance by utilizing these management tools. 
8. STRATEGY 
* Conclusion 
At Hilton Back Bay, the organizational culture fosters an environment that is connected with the hard variables and soft variables of the Seven S Model. Hilton’s friendly, “ one big happy family” culture motivates team members to work effectively together and remain with the organization. All the managers effectively lead their team members democratically as well as coaching to create a strong bond. Quality and performance directed toward customer service is an important aspect at Hilton. They successfully achieve this goal by implementing several information technology tools. Although Hilton’s organization is aligned with the Seven S Model, communication should be improved between team members and their managers. With the employees giving feedback to managers, a closer network and working environment should be created to achieve organizational goals. Furthermore, Hilton should also involve their employees in the decision making process. This will only lead to a stronger staff with more motivation and job satisfaction. In conclusion, we feel that Hilton has aligned the Seven S’s in their organization. It is evident that their management works as a system and their vision is aligned in every aspect of the company. 
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Banquet Department 
Interviewee: John Sparaco 
Title: Assistant Banquet Manager 
Yrs of employment: 3. 5 years 
Phone: (617) 710-7029 
Address: 40 Dalton Street 
Boston, MA 02215 
Time & Place of interview: October 21, 2003 in Hilton offices 
Interviewers: Erin Cluney, Abhishek Gupta, Cindy Kao, and Sneha Rateria 
Job Description – prepares banquets; makes sure that everything is functioning smoothly; head of the decision making process; main function is the delegation of tasks; involved in the billing process for banquets 
1) How is the Banquet department managed? What is the Structure? 
– The Banquet department consists of 6 people: 
2 Assistantsï¿½ 3 Directors ï¿½ Assistant Banquet Manager 
2) Is there any teamwork within the company? Do you encourage employee participation and involvement? 
– The Banquet, Sales, Marketing, and Kitchen departments are constantly working together to perform everyday duties of Hilton. Basically, everything that the Banquet Department is involved in is team-work based. Even though the assistants of the Banquet Department are not involved in the decision-making process, employees do take it upon themselves to participate. 
– Banquet meetings are held on every Monday, Wednesday, and Friday of the week. These meetings are headed by Mr. Stan Pendrak, Director of Catering, and include the following departments: Kitchen, Catering, Restaurant, Banquet, Audio/Visual, and Housekeeping Departments. These are informational meetings which review the details of the upcoming events. 
3) What is your definition of leadership? How do you lead your department? 
– Respect your employees and they will respect you. 
– Mr. Sparaco believes that he manages according to the democratic leadership style. 
4) What types of rewards are given to employees to ensure they stay motivated? 
– There are always privileges that employees receive from working in the hotel industry, such as free hotel rooms in any of Hilton hotels nationwide. 
– Another key motivator for employees is the constant opportunity for growth within the company. Mr. Sparaco started as an on-call server for Hilton for about a three year period. Since then, he has progressed through the hierarchy of the organization to the Assistant Banquet Manager. 
5) The hotel industry has been at a low and many hotels have been cutting costs. Has cutting costs resulted in employee reduction or salary cuts? 
– Hilton in Back Bay has made no cutbacks with the economic downturn of 9/11. No employee has been fired as a result of this event. 
– In the recent past, Hilton has held huge corporate . com parties, which would be tremendously profitable for Hilton. The company and the staff have realized that this . com phase has come to an end and they will never experience a time like that again. 
6) Do you experience an overall job satisfaction? Why? 
– Mr. Sparaco explains that he has a general satisfaction in completing his duties every day at Hilton. Furthermore, he explained that he would stay with Hilton even if a competitor came along and offered him a better job. He recalled that he used to be a store manager for a CVS store which has proved that he has come a long way. 
7) What are the frustrations of being a manager? 
– The one most frustrating aspect of being a manager and interacting with people is their different personalities. Sometimes, it is challenging to work with people who think and act differently than you do. You can’t change a person; you just have to work with them. 
8) What is the process of resolving conflict? 
– Any type of conflict within the Banquet Department stays within the department. Usually, they hold one-on-one meetings with the assistants of the department. All conflicts are encouraged to be dealt with in a mature manner. 
– Also, employees of the Banquet Department are reminded that they are lucky to have jobs. They should realize this and act in a professional way to get their jobs done. 
9) Describe the employee training process. 
– The Banquet Department does not complete any hiring of new employees. All new employees are hired by the Human Resources Department. Also, they are pre-screened and pre-trained before working in the department. 
– As part of the employee training process, Hilton Corporation provides workshops for new and existing employees regarding harassment and management training. 
10) Do you receive any special benefits from Hilton? 
– Mr. Sparaco explains that he receives no cash bonuses for himself. 
11) What are your goals as a manager? 
– Mr. Sparaco’s goals are to wake up each morning and make sure that he does a good job at work. This is a learning process, so he intends on learning something new everyday, whether it be from himself or his co-workers. 
– Another goal is to move up in the corporation. There is always room for growth in the hotel industry, and if he stays with Hilton long enough, he can be promoted to a new position. 
Security Department 
Interviewee: Paul Dwyer 
Title: Director of Security 
Yrs of employment: 14 years; 8 years as Director 
Phone: (617) 867-6166 
Address: 40 Dalton Street 
Boston, MA 02215 
Time & Place of Interview: October 21, 2003 in Hilton offices 
Interviewers: Erin Cluney, Cindy Kao, Abhishek Gupta, and Sneha Rateria 
Job Description – watches over and provides for the general safety of the entire job; a 24 hour/ 7 days a week job. Before being the Director of Security, Mr. Dwyer was a security guard and an Assistant Director, so he is fully aware of all the duties for each employee. 
1) How is the Security department managed? What is the Structure? 
– The Security department consists of 11 people: 
General Hotel Manager 
ï¿½ 
6 Security Officersï¿½ 4 Managers ï¿½ Director of Security 
– Since this department is very small, everyone is involved in the general decision-making process. 
2) How do you evaluate your employees? 
– Employees receive written evaluations every 90 days. Also, they receive more formal and in-depth written evaluations on a yearly basis. 
– There are no formal meeting times for the department because security is a 24/7 job. However, they have smaller departmental meetings at 3: 00pm, when there is a shift change. 
3) What is your definition of leadership? How do you lead your department? 
– Leadership is the ability of a group to come together to accomplish a common goal. 
– I consider myself a working boss because I would never ask someone to do something that I would not do myself. I help people; they help me! 
4) Describe the employee training program. 
– The hiring of new employees is done by the Human Resources Department. After being pre-screened, these new employees are individually interviewed by the Security Department. 
5) What keeps you motivated to stay with Hilton? 
– There are always new challenges that come up with this job. It is always very interesting and changing. Constant room for growth is a factor that always keeps me motivated. I have come so far with this company and I have grown so much, that it is exciting to see where this can take me. 
6) What are your goals as a manager? 
– One of the goals of being a manager is to have everything run smoothly. To have everyone feeling safe when they are in this hotel is a personal goal that I need to accomplish everyday. 
– Also, I like to constantly interact with my employees because this will make me aware of their issues and concerns. Constant interaction and feedback makes this department run smoothly. 
7) What are the frustrations of being a manager? 
– The two most frustrating aspects of being a manager is staffing and high employee turnover. Extensive training goes into the process of hiring new Security Officers, so it is very frustrating when they don’t stay with the company very long. 
8) What is the process of resolving conflict? 
– People don’t necessarily have to like each other but they have to work with each other. Emphasis on talking the problem out is encouraged. Because of the small size of the department, conflicts are brought to the attention of a manger or the director almost immediately. Almost all the time, conflicts are kept within the Security Department. The conflict is brought to the Human Resources Department only if it cannot be resolved otherwise. 
9) After 9/11, there was a huge increase in national security. What steps did you take to ensure that all guests and employees at Hilton Back Bay were safe? 
– We have always prided ourselves on keeping the utmost level of security for Hilton. We have strict practices that must be upheld every day. After 9/11, there was a small tweaking of some of our everyday procedures. However, there were no major changes in Hilton’s security policies and procedures. 
10) How does communication flow within your department? 
– The Security Department relies heavily on the use of e-mail within the department as well as interdepartmentally. For example, if engineering were to be working on the pipes during the day, and the water would be turned off for a few hours. The Engineering Department would then e-mail the Director of Security, who then e-mails all of his security guards with the information. This happens within a matter of five minutes, so employees are given the most up-to-date information required to complete their duties. 
– Along with the informal meetings held at shift change, there are quarterly formal meetings. These meetings are to provide all employees of pertinent changes regarding Hilton Corporation. Once again, these small departmental meetings are a way to engage in constant feedback with Security Officers, Managers, and the Director. 
Human Resources Department 
Interviewee: Debra Small 
Title: Director of HR department 
Yrs of employment: 4. 5 years 
Phone: (617) 867-6123 
Address: 40 Dalton Street 
Boston, MA 02215 
Time & Place of Interview: October 21, 2003 in Hilton offices 
Interviewers: Erin Cluney, Abhishek Gupta, Cindy Kao, and Sneha Rateria 
Job Description – manages and overlooks the HR department; reports to General Manager of Hilton Back Bay as well as Northeast Vice President of HR 
Interviewee: Edward Ortiz-Alcantara 
Title: HR Manager 
Yrs of employment: 1996-2001, 2 yr leave of absence, present 
Phone: (617)867-6124 
Address: 40 Dalton Street 
Boston, MA 02215 
Time & Place of Interview: October 21, 2003 in Hilton offices 
Interviewers: Erin Cluney, Abhishek Gupta, Cindy Kao, and Sneha Rateria 
Job Description – administrative work; interacts more with employees 
1) What are the specific functions of the Human Resources department? 
– Coordinates and schedules employee training sessions 
– Implements employee training 
– Develops and implements employee benefits 
– Resolves employee issues 
– Coordinates recognition programs 
2) How is the HR department managed? What is the Structure? 
– The HR department consists of 3 people: 
General Hotel Manager Northeastern VP of HR 
Training Manager ï¿½ HR Manager ï¿½ Director of HR 
3) What is the process of resolving conflict? 
– Hilton has an open-door policy. The HR department encourages that the employees try and resolve conflicts within their department first. If conflicts cannot be resolved, employees should bring it to the attention of the HR department. 
– The first step we take in resolving conflicts is to identify the problem. For example, if it is between two people. Each person will discuss individually what they feel the problem is. Then we will bring the two people together and address each other’s concerns. Solutions will be made and implemented. 
4) What are your policies on sexual harassment? 
– We require all our employees to go through extensive harassment training. Currently, there is a new program that has just been created that is mandatory for all employees. Employees go through this extensive and intensive training session once a year and have follow-up/refresher sessions every few months. We are very strict in enforcing this policy: for employees who refuse to attend harassment training, they will be asked to leave the company. If there is a harassment incident, the accused is suspended until a formal investigation is complete. If the accused is found guilty, there is a zero-tolerance policy and the accused will be terminated from their position. 
5) What is the process of hiring new employees and the specifications required? 
– Hilton is an equal opportunities corporation. We follow specific guidelines and have extensive reporting in our hiring process. Every applicant goes through the interview process and then we decide which candidates suit specific departments. We also implement an IT system called the ERMA tracking system. The system tracks how many employees work for us and the titles of their positions. 
6) How do you evaluate employees? 
– All new employees go through a 90-day probation period. This period evaluates the employee to make sure they are aligned with their position. If they are not aligned, they will be relocated to another department that suits them better. All employees are then re-evaluated one year after their hire date. This re-evaluation consists of a three-page form that grades the employees in specific regions. In addition, all managers are evaluated once a year. 
7) Does the company offer any development or benefits programs? 
– Hilton has a “ Life Balance” program. This program is open to all employees whenever needed. Life Balance is an employee assistance program, which is paid for by Hilton Corporation. This program offers free advice on any subject and is completely confidential. For example, an employee could be looking for quality childcare around the area. Life Balance will go through all the childcare programs around the area and tell that employee the best options they could choose from. 
8) Does the company offer a reward-based system? 
– HR is in charge of the recognition program. There are two types of awards: the Pride Award and the Leadership Award. The Pride Award is given every month to an employee. The managers from each department nominate a candidate. Then, the executive board meets and votes on which employee should receive the award. The General Manager presents a plaque and cash bonus to the recipient. The Leadership Award is awarded to a manager each quarter and is similar to the Pride Award. 
9) How does communication flow within the organization? 
– Each week we have an executive meeting where all managers of different departments meet with the General Manager of the hotel. The purpose of the meeting it to make sure everyone is aware of the happenings of the hotel. Then, it is the responsibility of the managers to bring back any news to their employees. 
– Each month there is a Town Hall meeting where all employees meet to discuss what is going on in the hotel and how things are doing. 
– Any communication between departments is done mainly through email. We rely heavily on our e-mail system. Also, all managers carry a Nextel phone and must have it on at all times. 
– We have three bulletin boards that posts what is going on in the organization. We have a corporate communication board which allows all employees to know the occurrences of Hilton Corporation. There is also a bulletin board that posts employee highlights such as birthdays, promotions, new employees, etc. The third bulletin board highlights benefits, anniversaries with Hilton Back Bay, and meetings. 
10) The hotel industry has been at a low and many hotels have been cutting costs. How has this affected this hotel and have they resulted in employee reduction or salary cuts? 
– The hotel industry has been at a low, and we don’t think it will ever be back to what it used to be. A few years ago, there would be several parties throughout the year where people would spend enormous sums of money. Although the hotel industry has been hit hard, especially after September 11th, we have been proud to say that our hotel has not had one layoff since then. If the hotel is cutting costs, it will not specifically affect the employee. For example, we have cut costs on holiday parties or recognition programs. We have informed employees that in order to cut costs we would rather cut these costs rather than employee salary cuts or layoffs; everyone understands and agrees with these new policies. 
11) Both of you have been with the company for several years. What keeps you motivated to stay? 
– Debra: We have 226 employees here and everyone knows everyone else. It is a very family- oriented atmosphere that we have created. We have such diversity in the hotel and it’s great to be part of this family. In addition, I find it intriguing how different people from different places come to Hilton Back Bay. They create an atmosphere where everything is always interesting and changing. 
– Ed: Like Debra said, the family atmosphere here keeps me motivated to stay. I know everyone’s name and everyone knows me – it creates a close-knit bond. I enjoy making people’s day and the fact that I am always helping someone keeps me motivated. In addition, promotion is always rewarding. At Hilton, anyone can be promoted. You can start as a housekeeper and be promoted to manager of a department. It is motivating to know that you can make a difference and can be recognized for this. 
12) What kind of leading style do you implement? 
– Debra: I am a very big proponent of model leading. I feel that in order to lead someone, you must be able to set that example. 
– Ed: I think the best leaders are those that give feedback. I always tell employees what good things they are doing as well as some improvements they could make. 
13) Do you feel an overall job satisfaction? Why? 
-Debra: I definitely feel job satisfaction. I enjoy coming to work and doing my job. It is very satisfying to say that we have one of the lowest turnover rates. 
– Ed: I am very satisfied with my job. It is already proof that I get satisfaction from my job by coming back to Hilton after a two-year leave. If I was not satisfied with my job, I would not be here. 
Housekeeping Department 
Interviewee: Ruth Raposo 
Title: Director of Security 
Yrs of employment: 9 years; GSA- AD of Front Desk- AD House Keeping, 2 years as Director of House Keeping 
Phone: (617) 867-6112 
Address: 40 Dalton Street 
Boston, MA 02215 
Time & Place of Interview: October 21, 2003 in Hilton offices 
Interviewers: Erin Cluney, Cindy Kao, Abhishek Gupta, and Sneha Rateria 
Job Description- I have a span of control of 62 ‘ team members’. These team members are comprised of lobby, laundry, house men, supervisors and administrative staff. In addition to strategic planning and observing, I must also communicate directly with the Front Desk in order to ensure that sufficient supplies are available and there are personnel in place to fulfill the customer needs. I entertain customer requests directly, if they happen to be disappointe 
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