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Executive summary
Scandic Hamburg Emporio, a leading, green hotel set in the bustling city centre of Hamburg’s Gänsemarkt Square since 2012, has 340 water-themed rooms to match the maritime feel of the city that attract business and leisure guests looking for space, comfort and contemporary convenience. Despite the assets – including a H2O restaurant with an award winning organic breakfast menu, a 24 hour lobby store, a gym, wellness and panoramic-view conference rooms – the Hotel has a difficult time in its Facilities and Operations Department implementing sustainability strategies in all aspects of energy management, waste disposal, guest participation in sustainability and sustainable procurement. Bad energy efficiency from aging HVAC and lighting systems leads to increased operating costs and carbon emissions, undermines environmental targets and competitiveness; in fact, heating and cooling systems alone account for up to 60% of a hotel’s overall energy consumption. Poor waste management generates more waste (including disposable plastics and food scraps), which incurs disposal costs and could pose a reputational threat to the environmentally-minded customers: hotels in Europe create around 1.6 kg of waste per guest per night, most of which cannot be recycled or poorly dealt with. Poor guest engagement in sustainability initiatives is a missed opportunity to increase guest satisfaction and retention since 83% of travellers worldwide are interested in sustainable travel and 61% would pay more for sustainable lodging. Furthermore, insufficient sustainability procurement and relationships with local sustainable suppliers only add to the negative environmental impact and does not serve the local economy. AGZ Consultancy, a leader in transforming environmental responsibility into daily business operations using quantifiable results, was appointed to review the processes at the hotel and suggest ways to improve through the PESTEL, SWOT and TOWS analysis methods to analyze external conditions such as regulations, technologies, evolving customer expectations, internal factors such as strength and weakness and translate into strategic actions. The consultancy proposes to deploy a smart Energy Management System (EMS) and retrofit outdated HVAC and lighting with energy-saving ones – with 25-30% energy savings, lower operating costs, enhanced environmental footprint due to reduced carbon emissions, and compliance with regulatory requirements; €100k at 3-4 years payback time over six months to be complete by May 2025. An overall waste reduction strategy, incorporating recycling upgrades, a food composter and reduced single-use plastics, will save 60-70% of waste from landfills, save disposal costs, improve the eco credentials of the hotel and increase appeal to eco-friendly customers; €25,000 upfront and two years’ worth of costs, four months implemented to be completed by March 2025. Building in customer engagement activities like "Green Stay" reward system that rewards green behaviours and with informative signs for energy savings and recycling, can increase guest satisfaction and loyalty, boost hotel reputation as a sustainable brand and persuade guests to play their part in reducing resource use; estimated budget €15,000 with long-term revenue potential from more guest loyalty rolled out over 3 months and ready by February 2025. Buying local eco-friendly supplies and in collaboration with local sustainable vendors focusing on biodegradable items, local food, and packaging reduction will mitigate the carbon emissions of buying local products, make them greener and make the hotel more valued by eco-friendly guest: approximately €20,000 including modest increases in procurement costs compensated by the acquisition of eco-conscious guests, over 5 months and to be complete by April 2025. Implementing these recommendations will enable Scandic Hamburg Emporio to be the sustainable hotel of choice for a new segment of eco-savvy visitors, with reduced operating costs, reduced carbon emissions and waste reduction, improved guest satisfaction and loyalty, in line with regulations and global sustainability trends. The action plan serves as a roadmap with steps, solution, desired results, timelines, completion dates, and budgets for every problem to be addressed for planning and implementation. Conclusion: These critical segments will help not only in optimizing operations but also in environmental sustainability and corporate social responsibility, which bolsters the brand of the hotel as a green destination in the highly competitive Hamburg hospitality landscape and contributes to the city’s sustainability agenda. AGZ Consultancy thanks Scandic Hamburg Emporio for this wonderful opportunity to collaborate on such a project and will continue to assist the hotel in its future projects in order to help achieve its sustainability targets and guarantee its continued success as a global green tourism destination, which strengthens its standing and market position in the hospitality industry.
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1. [bookmark: _Toc182314271]Introduction
Scandic Hamburg Emporio, a prestigious, sustainable hotel built in 2012, sits in the lively heart of Hamburg on Gänsemarkt Square. The hotel’s 340 rooms, all in a water-inspired design, celebrate Hamburg’s maritime atmosphere and draw both leisure and corporate visitors (Scandic, 2024). The hotel’s excellent location with access to cultural sites, shopping areas and Hamburg’s congress centre is ideal for guests who require convenience, comfort and modern comfort. Scandic Hamburg Emporio is part of the Scandic Hotels Group, which has a focus on sustainability in its European properties (Scandic Hamburg Emporio, 2024). Among the numerous facilities that make up the hotel’s eco-friendly guests are the award-winning H2O restaurant, where more than four in 10 of breakfast ingredients are organic, the 24-hour lobby store, a gym, and wellness spaces. Conference rooms overlooking Hamburg’s skyline, the hotel is also equipped to meet all business requirements by offering meeting, conference and event space (Scandic, 2024). Nevertheless, even with these strengths, the Facilities and Operations Department of the hotel is struggling to fully integrate sustainable practices into every area of the hotel, including energy management, waste collection, and guest participation in sustainable efforts. The increasing need for sustainable travel not only enables Scandic Hamburg Emporio to take advantage of these trends, but also brings the burden of staying in step with changing expectations of guests looking for accommodation that reflects environmental concerns (Scandic Hotel, 2023). Sustainable practices have become the pillar of the hotel’s brand and a competitive advantage in the hospitality market. But some sustainability strategies must be improved in order to keep up with these expectations. Managing energy consumption and waste are also important issues, since they impact both productivity and environmental efficiency (Karvounidi, Alexandropoulou, and Fousteris, 2024). Secondly, getting guests involved in the sustainability experience can be more immersive and educational which appeals to eco-friendly travelers who want to integrate their lifestyle with the environment they are staying in (Bruns-Smith et al., 2015). This gaps in sustainability are crucial if Scandic Hamburg Emporio is to remain the most eco-friendly hotel in Hamburg’s increasingly competitive marketplace. The hospitality sustainability consulting firm AGZ Consultancy has been hired by Scandic Hamburg Emporio to design strategies that would improve the sustainability of the hotel while retaining guest satisfaction and efficiency. AGZ Consultancy has built a reputation for leading hotels in integrating environmental sustainability into their everyday business processes by looking at measurable results. An energy management, waste management and sustainability education leader, AGZ Consultancy has worked with a diverse set of hospitality clients to create sustainable solutions that work for them at the same time as for the environment. It is the combination of industry knowledge, data and intimate knowledge of the hospitality business that ensures the proposed solutions are tailored to each client’s specific goals and brand values as a whole. To address Scandic Hamburg Emporio’s unique situation, AGZ Consultancy will analyse and review the hotel’s current processes in the Facilities and Operations Department. This will help identify the areas for improvement including optimizing energy usage, improving waste procedures, and engaging guests in sustainability efforts. The consulting will rely on a suite of analytical tools to frame the work. PESTEL research will look at the external environments (regulations, technologies, changing customer demands) to make recommendations that adapt to the larger dynamics in the hotel’s operational landscape. The report will use SWOT analysis to see what the internal strengths and weakness of the hotel are, such as its current sustainability levels, as well as external opportunities and challenges in the local market. That assessment will inform strategies that capitalize on the hotel’s strengths and focus on improvement. Then, using the TOWS matrix will help to transform insights gained from the SWOT into strategies, rebalancing the strengths and potentials of the hotel with its weaknesses and vulnerabilities, and fighting against the external threats.
2. [bookmark: _Toc182314272]Analysis
2.1. [bookmark: _Toc182314273]Issues found
Scandic Hamburg Emporio, a sustainable hotel in central Hamburg, is facing acute challenges in the Facility and Operations Department. Most pressing are inefficient energy, inadequate waste disposal and inadequate guest involvement with green-friendly initiatives(Scandic Hotel, 2023). While the hotel might strive for environmental integrity, energy waste will almost surely result in higher operating costs and higher carbon emissions, degrading its environmental goals and competitiveness (Legrand, Chen, and Laeis, 2022). Waste management poses a second challenge, waste reduction and recycling that is inadequate will result in overproduction of waste and create a reputational threat to the environmentally conscious guests who value sustainable behaviour (Wan, Shen, and Choi, 2019). Furthermore, the low guest involvement with the hotel’s sustainability initiative is a missed opportunity to increase loyalty and their overall experience, as guests do want to be in a hotel that shares their values and gets them involved in sustainability (Yeh et al., 2021). Not being able to address them not only negatively impacts the overall productivity of the hotel, it also hampers the brand and its ability to cater to the environmental minded travellers, which is becoming a new growth market in the hospitality industry. This is something Scandic Hamburg Emporio needs to work on through targeted energy improvements, comprehensive waste management, and guest-centric sustainability initiatives to be able to secure market share and minimise its ecological footprint. Well-done interventions in these segments would allow the hotel to generate quantifiable environmental gains, a repeat customer base, and save money. Therefore, these challenges are essential to consolidate the brand image of the hotel as an eco-friendly destination on the leading side of Hamburg’s competitive hospitality market and play a role in the city’s sustainable development goals (Shanti and Joshi, 2022).
2.2. [bookmark: _Toc182314274]Analysis of the issues
Scandic Hamburg Emporio, despite its green vision, experiences issues at its Facilities and Operations Department that negatively impact the environmental ambitions and business operations. Energy inefficiency is a central problem, which is mainly driven by obsolete equipment and insufficient energy management. The hotels such as Scandic Hamburg Emporio rely on energy-intensive heating, ventilation, air conditioning (HVAC) and lighting systems, all of which are important but expensive for the sustainability of the property. According to research, HVAC alone could make up as much as 60% of a hotel’s total energy usage (Yao, Zhuang, and Gu, 2015). Extreme energy usage raises operational costs and creates a higher carbon footprint that may affect regulatory compliance, as Germany enacts environmental restrictions to meet EU sustainability targets (Drago and Gatto, 2022). Ben Youssef and Zeqiri (2022) stress that when energy is used more efficiently, savings can be considerable in both cost and carbon emissions, and these benefits will directly benefit Scandic Hamburg Emporio’s reputation and profit. Addressing these inefficiencies through energy-efficient upgrades to equipment or automating an energy management system would align the hotel with its sustainability goals, while reducing utility bills and improving environmental performance. The waste handling sector is also one where there is much room for improvement. Hotels are also big waste generators, generating waste in all forms: single use plastics, food scraps, packaging. Hotel industries in Europe create about 1.6 kg of waste per night per guest, the majority of which is unrecyclable or poorly managed (Camilleri-Fenech et al., 2020). To Scandic Hamburg Emporio, these existing dumping methods could result in higher disposal fees and criticism from eco-savvy guests who demand extreme sustainability. Control of food waste, in particular, is vital. Kasavan, Mohamed, and Halim, (2019) concluded that food waste adds up to a hotel’s environmental footprint. Various hotels have gone further, like composting on premises or using tracking systems for food waste, to mitigate wastage, which Scandic Hamburg Emporio could benefit from as well (Ramirez and George, 2019). Waste-reduction measures will help the hotel raise its environmental profile and appeal to a growing group of eco-friendly travellers. Involvement of guests in sustainable initiatives is another key area where Scandic Hamburg Emporio could contribute to great brand differentiation and customer retention. It has been reported that travellers are increasingly requesting hotels that involve them in eco-friendly activities because it helps them align their values with travel (Baker, Davis, and Weaver, 2014). Nonetheless if sustainability does not visually become part of the guest experience, hotels are missing out on positive guest experiences and environmental awareness. Hotel owners have implemented measures, such as encouraging guests to reuse towels or sharing information on local recycling programs, but these measures don’t always work. Bruns-Smith et al., (2015) also recommend that guests are actively involved in sustainability initiatives, as a visible effort not only contributes to guest satisfaction but also loyalty. For more guest interaction, Scandic Hamburg Emporio could showcase environmental information displays or invite guests to participate in eco-friendly events such as recycling drives or sustainability events. This engagement could help boost the guest experience and contribute to Scandic Hamburg Emporio’s standing as a responsible, sustainable institution.
2.3. [bookmark: _Toc182314275]PESTEL Analysis
	Political
	Germany is extremely focused on regulations, and its cities such as Hamburg are quite sustainability oriented. German and EU regulations require strict compliance in areas of energy efficiency, waste minimisation and emissions control from companies, such as hotels (BMUV, n.d.). Regulations such as the German Renewable Energy Sources Act (EEG) force businesses to adopt more renewable energy, and this directly influences Scandic Hamburg Emporio’s energy-management plans (International Energy Agency, 2023). Furthermore, the government offers incentives to businesses for their green practices. For example, the German KfW Development Bank programs provide low-interest loans to enterprises that are committed to green technologies (KfW DE, 2023). Through complying with these standards, Scandic Hamburg Emporio will save costs, earn incentives, and increase its eco-credential, making it more attractive to green travellers.

	Economic
	Higher energy bills are a major financial issue for hotels. In Germany, energy prices are among the highest in Europe, thanks to various factors, such as taxes on fossil fuels and a transition towards renewable energy (Eurostat, 2022). Energy costs directly affect operating expenses for Scandic Hamburg Emporio since it relies on energy-consuming systems such as HVAC, lighting, and elevators. Changes in the economy, including inflation, can affect disposable income and tourist demand, which can have an impact on guest room-occupancy and spending. But the burgeoning eco-tourism market provides a window of opportunity. Studies show that people will pay a premium for sustainability-focused accommodations (Euromonitor, 2023).Scandic Hamburg Emporio could distinguish itself by highlighting its environmental commitment, thus justifying more costly room rates and securing green-minded travellers in the face of monetary constraints.

	Social
	Consumer preference is shifting dramatically to sustainability, and more travellers are seeking out eco-friendly accommodations. A Booking.com survey showed that 83 per cent of travellers globally think sustainable travel is important and 61 per cent are willing to fork over extra money for sustainable lodging (Booking.com, 2021). For Scandic Hamburg Emporio, this is a trend that is both an opportunity and a need. Specifically, the hotel must make visible, guest-driven sustainable commitments including offering organic food and beverages, reducing single-use plastics, and encouraging recycling. Also, "green consumption" is accompanied by a demand for more transparency (Buell and Kalkanci, 2021). Travelers increasingly expect more from their trip choices when it comes to sustainability, so Scandic Hamburg Emporio might want to highlight its sustainable achievements, energy consumption and waste minimisation work at hand. Successfully presenting itself as eco-friendly can attract eco-conscious travellers as well as create brand recognition and customer loyalty.

	Technological
	Sustainable technology opens Scandic Hamburg Emporio up to a number of challenges and possibilities. The hotel sector is also investing in solutions such as smart energy management, which can save energy by modulating heating, cooling, and lighting in relation to occupancy (Li et al., 2022). The investment in these technologies could dramatically lower the hotel’s carbon footprint and operating expenses. Also, technological advancements in waste management, including composting and waste-tracking enable hotels to efficiently handle their waste, which also assists in achieving environmental objectives. But these more sophisticated systems are not cheap to implement, and upgrades to technologies usually require employees to be trained in how to use them (Singh et al., 2024). Even with these initial investments, incorporating green technologies could further enhance Scandic Hamburg Emporio’s efficiency and sustainability performance, satisfying the desires of the sustainable traveller and adding to long-term profitability.

	Environmental
	Hamburg Emporio is especially committed to the environment in Hamburg, a city where green policies and reduction of carbon emissions are important considerations. Businesses such as hotels are under pressure to curb their carbon emissions as part of the city’s larger sustainability strategy (OECD, 2024). For Scandic Hamburg Emporio, this means adhering to the municipal environmental standards and actively acting to reduce energy use and waste production. Furthermore, as the public’s concern about climate change increases, so does the need for businesses to be environmentally responsible. This hotel can build a brand and be at the front of environmental movement and adopt holistic sustainability solutions that reflect local sensibilities and global ecological priorities. Simple measures such as minimizing single-use plastics, food waste and focusing on renewable energy could also make the hotel more attractive to environmentally conscious visitors, and further Hamburg’s city-wide environmental goals (Deloitte, 2023).

	Legal
	Norms such as the German Circular Economy Act (KrWG) prescribe regulations regarding waste management that focus on recycling and avoiding landfill (BMUV, 2023). Failure to comply with these guidelines might result in a fine, affecting Scandic Hamburg Emporio’s liquidity and reputation. Further, the German labour law stipulates that employers must maintain sustainable working conditions, and they should train employees in health and environmental guidelines. It is vital that you observe these labour and environmental policies as failing to do so can lead to legal consequences and a loss of reputation for the hotel. By complying with these laws, Scandic Hamburg Emporio avoids legal risks while also remaining in line with its brand as a sustainable hotel, which in turn helps strengthen trust and loyalty among visitors.



2.4. [bookmark: _Toc182314276]SWOT Analysis
	Strengths
	Weaknesses

	· Scandic Hamburg Emporio has been acknowledged for its environmentally responsible operations and design (Scandic Hotels, 2023).
· The hotel's central location in Hamburg provides easy access to main attractions and business centres, consequently increasing its appeal to both leisure and business travellers(Scandic Hamburg Emporio, 2024).
· The hotel is a member of the Scandic Hotels Group, which is renowned for its commitment to sustainability and high-quality service.
	· The hotel is confronted with challenges in optimising energy use, resulting in increased operational costs, despite its commitment to sustainability.
· The hotel's eco-friendly image may be impacted by the fact that current waste management practices do not completely align with the most stringent sustainability standards.

	Opportunities
	Threats

	· The opportunity to entice eco-conscious guests is presented by the fact that an increasing number of travellers prioritise sustainability (Bennett, 2023).
· The hotel's sustainability credentials can be improved by participating in green certifications or collaborating with environmental organisations.
	· Potentially, visitors who prioritise environmental sustainability may migrate to hotels that implement more sophisticated eco-friendly initiatives.
· Profitability may be adversely affected by fluctuations in energy prices and other operational expenditures, particularly when energy inefficiencies persist (Chen et al., 2023).



2.5. [bookmark: _Toc182314277]TOWS Analysis 
	Strategy
	Description

	Strength-Opportunity (SO)
	Scandic Hamburg Emporio can generate unique experiences that appeal to eco-conscious travellers by capitalising on the hotel's sustainability capabilities. Eco-friendly guest programs, such as sustainability excursions that highlight the hotel's green practices, such as sustainable waste management, organic dining options, and eco-friendly room amenities, could be implemented as initiatives(Abdou et al., 2022). According to research, travellers are progressively selecting hotels based on their environmental practices (Chen et al., 2023). In addition to attracting guests, the hotel's identity as a pioneer in green hospitality is further solidified by the development of a brand narrative that emphasises sustainability.

	Weakness-Opportunity (WO)
	Scandic Hamburg Emporio may consider investing in efficient energy management technology to address energy management deficiencies. For example, the implementation of automated HVAC and lighting systems could potentially reduce energy consumption by up to 30% by modulating based on occupancy (Aste, Manfren, and Marenzi, 2017). The implementation of renewable energy sources, such as solar panels, could further improve sustainability initiatives. This method is consistent with the increasing demand for eco-friendly accommodations, which is in line with market expectations for diminished carbon emissions.

	Strength-Threat (ST)
	Scandic Hamburg Emporio can use its brand's dedication to environmentally friendly practices to attract eco-conscious guests in a competitive market, as it is a member of a reputable hotel group that is recognised for its sustainability (Scandic Hotel Group, 2023). This can be accomplished by effectively marketing certifications, awards, and partnerships with environmental organisations. The hotel can enhance customer loyalty and set itself apart from competitors who may not have as strong a commitment to sustainable operations by showcasing these credentials.

	Weakness-Threat (WT)
	It is imperative to address refuse processing inefficiencies to decrease disposal costs and improve the hotel's eco-friendly reputation. In an effort to mitigate food waste and enhance recycling rates, Scandic Hamburg Emporio may implement waste reduction initiatives, including composting systems and waste monitoring devices. Research suggests that hotels that implement comprehensive waste management strategies experience financial and reputational advantages (Pirani and Arafat, 2014). Mitigating operational costs and adhering to Germany's Circular Economy Act can be achieved by reducing waste output and diverting waste from landfills (BMUV, 2023).



3. [bookmark: _Toc182314278]Recommendations and Change Management 
3.1. [bookmark: _Toc182314279]Energy Efficiency Improvements
Smart EMS deployment and upgrading of existing HVAC and lighting equipment will be a first step of improvement, which requires an extensive change management process to make sure all employees adopt it (Karvounidi, Alexandropoulou, and Fousteris, 2024). A major part of this plan involves planning and implementing employee training programs that inform staff on the capabilities and features of the new EMS. Change, requires transparency and employee empowerment to change systems. This training must be customised to the roles of each staff member so both technical and non-technical employees learn how their activities impact energy efficiency (Cameron and Green, 2019). Meetings should be held regularly to check on employee training for the new EMS. Such meetings provide an opportunity for staff to ask questions, share experiences, and offer feedback – crucial to ongoing improvement (Hayes, 2022). Having open communication channels can help to spot and resolve resistance or challenges early on. Focusing the system’s strengths during these conversations brings home the positive effects on efficiency as well as sustainability to the hotel’s green agenda (Millar and Baloglu, 2011). Training courses should include practical workshops, demonstrations, and e-learning modules that can be tailored to different learning styles (Dachner et al., 2021). This is a multi-faceted strategy that reinforces knowledge and promotes real-world use. In addition, including employees in training design can drive engagement and ownership of the new processes (Cummings and Worley, 2014). When sharing successes and case studies from other hotels that have implemented EMS, it’s also easier to motivate staff by showing real results. Equally vital is addressing the psychological dimensions of transformation. It could lead employees to become frightened or even confused about new technologies (Schein, 2010). Support services, like technical help and peer support groups, can allay these worries. Appreciating and rewarding early adopters and advocates of the EMS builds a positive culture for the change process (Odor, 2018). EMS Advantage should be strengthened beyond the initial training. Regular reports on energy savings, cost savings, and environmental footprint can be shared via company newsletters, dashboards, and staff meetings (Kaplan and Norton, 2015). Providing meaningful, quantifiable goals for energy reductions and having employees actively involved in tracking progress helps them play a part in meeting the hotel’s sustainability objectives. These feedback loops can keep strategies evolving and recognize the effort required for effectiveness.
3.2. [bookmark: _Toc182314280]Waste Management Enhancements
One second suggestion would be to have the hotel implement an overall waste reduction program that would include upgrading the recycling centres, implementing a food composting system and reducing single use plastics (which would involve a high level of planning and engagement from staff). The hotel will also place clearly marked recycling stations in the rooms, dining rooms and back-of-house operations to make it easier to separate waste and increase recycling rates that are consistent with hospitality waste management best practices (Pirani and Arafat, 2014). Employee training is of central importance; training will be organised to teach workers how to sort waste and highlight the environmental and regulatory significance of waste reduction under Germany’s Circular Economy rules (BMUV, 2023). Departmental team meetings every month will update progress on waste reduction targets and focus on identifying the issue areas and creating focused solutions to promote continuous improvement and sustainability (Mensah, 2019). Food composting will help tackle the large organic waste problem; compost bins will be installed in kitchen spaces, and staff will be trained to separate food scraps to compost and use in community gardens or hotel landscaping, keeping with Jones, Hillier, and Comfort (2016) commitment to a sustainable waste management model. In an effort to reduce single-use plastics, the hotel will substitute recyclable and/or biodegradable products, like reusable dispensers for toiletries and reusable water bottles, as has been done in other sustainable hotels. The results of these measures will be tracked in monthly reports of waste generated and disposal expenses, recycling levels, and the overall target of removing 60-70% of waste from landfills, which surpasses and is on par with Germany’s Circular Economy Act (European Commission, 2018). Promising outcomes include lowering disposal expenses (no large amounts of waste to be removed and no fees for landfilling), branding as an eco-friendly establishment attractive to environmentally aware guests, and staff training in sustainability practices (Graci and Kuehnel, 2011). The cost estimate suggests a first investment of around €25,000 in compost bins, recycling machines and educational material, but the costs would be paid off within two years by a reduction in waste disposal charges and potentially higher guest numbers due to the hotel’s enhanced sustainability reputation (Ball and Taleb, 2011). Investing in these waste-management upgrades not only improves hotel efficiency but also contributes to international sustainability trends in the hospitality sector and positions Scandic Hamburg Emporio as a leading provider of environmental protection and corporate social responsibility.
3.3. [bookmark: _Toc182314281]Guest Engagement in Sustainability
Thirdly, building a guest engagement strategy is necessary at Scandic Hamburg Emporio and requires the introduction of initiatives that support sustainable behaviour among guests (for example, "Green Stay" programs rewarding environmentally friendly behaviour) and the placement of informational signs on energy efficiency and recycling throughout the hotel. This "Green Stay" initiative would also reward guests for implementing sustainability practices with incentives to reuse linens and towels, use less water, and recycle, that guests are inclined to pro-environmental behaviours when they see personal gain. Personalized signage in rooms, foyers and common areas would inform visitors of the hotel’s sustainability program and offer them guidance on how to engage with it, increasing their environmental awareness and involvement (Mensah and Del Mensah, 2013). Employee education plays a key role here; employees should be trained to alert and educate their customers about hotel eco-friendly initiatives, building a sustainability culture and giving personal recommendations. Millar, Mayer and Baloglu’s (2012) research shows how staff conduct affects guest engagement in green initiatives. The inclusion of a feedback mechanism that allows for staff to respond to guest questions or concerns related to sustainability helps make guests feel understood and cared about, which leads to higher levels of experience and customer satisfaction (Lee et al., 2010). These measures would be gauged by keeping track of guest participation in the "Green Stay" program and by looking at guest satisfaction surveys to determine guest knowledge and awareness of the hotel’s sustainability, an approach Yun et al., (2019) recommended for determining whether green initiatives affect guest experiences. This holistic solution not only increases guest satisfaction and loyalty, but also contributes to reducing resource consumption because engaged guests are more likely to become energy-smart during their visit (Berezan et al., 2013). The estimated budget for creating learning materials and incentives for engagement, such as loyalty points or discount on future visits, is €15,000, which is an optimal expenditure given the potential to drive greater guest retention and long-term revenues. Kang et al. (2012), found that travellers will pay more for a hotel that is strongly committed to the environment. By encouraging guests to be part of the sustainable conversation, Scandic Hamburg Emporio builds upon its reputation as an eco-conscious hotel, and it contributes to Gössling and Peeters (2015)’s escalating concern for sustainable tourism. It is a sustainable hospitality initiative that will position the hotel as an environmentally responsible hospitality destination that will appeal to a group of environmental conscious travellers and make it a stronger market competitor (Chen et al., 2023).
3.4. [bookmark: _Toc182314282]Sustainable Procurement and Partnerships
Sourcing eco-friendly supplies and partnering with local sustainable vendors at Scandic Hamburg Emporio entails re-evaluating the hotel's procurement processes to focus on biodegradable products, locally sourced foods, and reduced packaging, thereby minimizing environmental impact and supporting the local economy. Assigning a dedicated procurement manager to assess suppliers based on sustainability criteria is essential; this role involves auditing current suppliers, exploring new partnerships with vendors who prioritize environmental stewardship, and collaborating with existing suppliers to develop greener alternatives, a practice recommended by Walker and Jones (2012) for enhancing sustainable supply chain management. Conducting workshops to engage suppliers in understanding the hotel's sustainability goals fosters collaboration and encourages suppliers to align their practices with environmental standards, as suggested by Carter and Easton (2011), who emphasize the importance of supplier engagement in achieving sustainability objectives. The hotel would track the percentage of sustainable products used, setting progressive targets for gradual increases, and conduct semi-annual supplier reviews to assess compliance and identify new sustainable options, ensuring continuous improvement and adherence to sustainability goals (Krause, Handfield and Tyler, 2007). Prioritizing locally sourced foods not only reduces the carbon footprint associated with transportation but also enhances the freshness and quality of food offerings, aligning with consumer preferences for local and sustainable products (Martíınez-Martínez, Navarro, and Garcia-Perez, 2024). Utilizing biodegradable products and reducing packaging contribute to waste reduction efforts, directly impacting the hotel's environmental performance and compliance with environmental regulations (Testa et al., 2016). Although initial partnership development and transitioning to sustainable products may incur costs around €20,000, and potentially slightly increase procurement expenses, these costs are balanced by attracting eco-conscious guests who are willing to pay a premium for environmentally responsible accommodations, as indicated by studies like that of Han, Moon, and Hyun (2020). Furthermore, sustainable procurement practices enhance the hotel's reputation, fostering customer loyalty and differentiating it in a competitive market (Font et al., 2012). Engaging in sustainable partnerships also opens opportunities for collaborative innovation with suppliers, leading to the development of unique, eco-friendly products and services that further enhance the guest experience. By integrating sustainability into procurement and partnerships, Scandic Hamburg Emporio not only reduces its environmental impact but also contributes to the broader goals of sustainable development and corporate social responsibility in the hospitality industry (Gardetti and Torres, 2017).
4. [bookmark: _Toc182314283]Action Plan
	Number 
	Problem 
	Solution 
	Desired outcome 
	Time scale 
	Completion Date 
	Planned Budget 

	1
	Inefficient energy use due to outdated HVAC and lighting systems
	install a smart Energy Management System (EMS) and replace outdated HVAC and lighting systems with energy-efficient alternatives
	Reduced operational costs
- Improved environmental impact through lower carbon emissions
- Alignment with regulatory energy standards
	6 months
	May 2025
	€100,000

	2
	Inadequate waste disposal practices leading to excessive waste and reputational risk
	Implement a comprehensive waste reduction program, including recycling upgrades, a food composting system, and reduced single-use plastics
	- Reduced disposal costs
- Enhanced brand image as an eco-conscious establishment
- Increased appeal to eco-friendly guests
	4 months
	March 2025
	€25,000

	3
	Low guest involvement with the hotel's sustainability initiatives
	Develop guest engagement initiatives to promote eco-friendly behaviors, such as a “Green Stay” program and informative signage about energy savings and recycling
	- Increased guest satisfaction and loyalty
- Enhanced reputation for sustainability
- Higher rate of eco-conscious guests contributing to reduced resource usage
	3 months
	February 2025
	€15,000

	4
	Lack of sustainable sourcing and partnerships
	Source eco-friendly supplies and partner with local sustainable vendors, focusing on biodegradable products, locally sourced foods, and reduced packaging
	- Reduced carbon footprint from sourcing local products
- Lower environmental impact
- Enhanced reputation with guests valuing eco-friendly practices
	5 months
	April 2025
	€20,000



5. [bookmark: _Toc182314284]Conclusion
In conclusion, Scandic Hamburg Emporio will be able to continue becoming Hamburg’s sustainable hotel of choice by solving identified issues in its Facilities and Operations Division. AGZ Consultancy’s in-depth analysis identified the most significant areas of energy inefficiency, waste management, and guest involvement in sustainability. These problems not only raise operational expenses and impacts, but also affect the hotel’s position in a greener hospitality marketplace. This inefficiency comes from old HVAC and lighting systems as well as the absence of a smart Energy Management System (EMS) that results in increased operating costs and carbon footprints. By having a smart EMS and upgrading to energy efficient products, the hotel can save 25%-30% in energy use. This supports regulatory energy guidelines and bolsters Scandic Hamburg Emporio’s environmental reputation. The problem is that waste, both single-use plastics and food scraps, is overproduced and thereby financial and reputational hazards. By implementing a full-spectrum waste reduction strategy, including recycling upgrades, a food composting system, and single-use plastics reduction, you will prevent 60-70% of waste from ending up in landfills. It does not only conform to Germany’s Circular Economy criteria, but bolsters the hotel’s environmental profile, catering to eco-savvy visitors. Low guest participation in sustainability efforts is a squandering opportunity to drive customer satisfaction and retention. Through guest engagement programs like the "Green Stay" program that recompenses sustainable behaviors and with the help of informative signage on energy conservation and recycling, the hotel will be able to better connect with its guests. This approach incentivizes guests to be involved in sustainability efforts, leading to lower resource consumption and an enhanced green reputation for the hotel. The poor sustainability of procurement and collaboration was also noted as an area for improvement. With green suppliers and collaborating with sustainable vendors, biodegradable products, locally produced foods, and lower packaging, Scandic Hamburg Emporio can minimize its carbon footprint and help local economies. Having an assigned procurement manager to evaluate suppliers according to sustainability standards, ensures continual improvement and compliance with environmental standards, which in turn will improve the hotel’s reputation with eco-conscious guests. For each problem, the action plan sets up a roadmap with solutions, desired results, timelines, delivery dates, and budgets. These measures make Scandic Hamburg Emporio an international leader in sustainable hospitality that appeals to a rising wave of eco-conscious travelers. These include lower operational costs, a better environmental performance through carbon reduction and waste reduction, better guest satisfaction and loyalty, and compliance with both the regulations and global sustainability trends. AGZ Consultancy is grateful to Scandic Hamburg Emporio for giving us the opportunity to work on this great project. Our cooperation has resulted in the creation of tailored solutions that not only improve operational efficiencies but also contributes significantly to environmental sustainability and corporate social responsibility. These recommendations are expected to result in significant gains for the hotel and its stakeholders. To thank Scandic Hamburg Emporio for entrusting AGZ Consultancy with this task shows how important this partnership has been. The consultancy looks forward to working with the hotel in future projects, if it can help it achieve its sustainability ambitions. This partnership enables future collaborations to further sustain and grow the hotel’s reputation as an environmentally responsible choice in Hamburg’s growing hospitality sector.
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