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[bookmark: _Toc200376728]Executive Summary
In this consultancy report commissioned from Scandic Oslo City and delivered by Nordisk Insight Consulting, an in-depth and evidence-based strategic review of hotel operational performance is presented. In this report, the primary challenges with respect to the hotel’s frontline employee effectiveness, service quality and guest satisfaction are critically evaluated, and practical recommendations for sustainable improvement are provided. Scandic Oslo City is a strategically located, mid-size hotel in the Scandic Hotels Group, located near Oslo Central Station (Yildiz and Yildiz, 2023). A prime location, strong brand identity and commitment to sustainability have not prevented the hotel from encountering repeated service-related challenges. All these issues have led to decreases in guest satisfaction scores, more staff turnover and inconsistent delivery of service. The consultancy was asked to diagnose the root causes of these issues and develop actionable strategies that would help bring the hotel’s operations into line with its brand promise and enhance service outcomes. 
In response to a detailed internal and external review of guest feedback, staff perspectives and performance data, three major operational challenges were identified. The first implication was clearly a training gap amongst frontline staff. However, many employees (especially part-time and rotational shift employees) had not received consistent training, and so their confidence was lower, and service errors were more prevalent. Secondly, the hotel service procedures were too rigid to allow staff to adjust flexibly to common guest requests such as late check-out or a minor upgrade. Finally, the hotel was repeatedly criticised for behavioural inconsistencies and an indifference among employees, which contradicted the hotel's reputation for warm, personalised service. 
It is certain that for the purpose of making the analysis strategic and relevant to the hospitality industry standards, a number of strategic models were used throughout the report. The internal strengths and weaknesses of Scandic Oslo City were evaluated by means of a SWOT analysis regarding external opportunities and threats. These findings were subsequently translated into strategic options in a subsequent TOWS matrix. Furthermore, a STEEPLED analysis of the wider macro-environmental factors that affect the hotel was conducted, such as demographic change, technological development and labour laws. The Six Sigma DMAIC model was used to structure service improvement in a data-driven, process-focused manner. Lewin’s Three-Step Change Management Model was employed to manage resistance and support behavioural transformation among staff, ensuring long-term integration of the recommended initiatives.
The report presents three central recommendations to address the identified issues. The first recommendation involves implementing a mobile-first training platform that allows employees to access bite-sized, scenario-based learning modules on smartphones and tablets. This system is expected to improve accessibility, increase completion rates, and raise the overall standard of guest service. The second recommendation suggests introducing service empowerment protocols that clearly define the scope within which staff can resolve guest issues independently, thereby improving response times, guest satisfaction, and reducing escalations. The third recommendation proposes launching a Behavioural Service Charter co-created by staff to establish service expectations. 
The report proposes a phased implementation schedule spanning six months, beginning in Q3 2025. The DMAIC model provides a structured roadmap, starting with defining the problem and measuring baseline performance metrics, followed by analysing causes, piloting improvements, and controlling outcomes through regular performance reviews. Lewin’s Unfreeze–Change–Refreeze model ensures that staff are first prepared for change through clear communication, then supported during the transition, and finally integrated into a new cultural norm (Shrivastava et al., 2022). Coaching, peer support, pilot programmes, and performance monitoring will all contribute to a seamless transition and sustained adoption of the new practices.
Key performance indicators have been established to track the success of the implemented strategies. Guest satisfaction scores, currently averaging 7.6 out of 10, are expected to increase to at least 8.5 within six months. Staff turnover, currently at 34%, is expected to decrease by 20%, resulting in estimated savings of NOK 1.2 million in recruitment and onboarding costs. Average complaint resolution times are projected to improve from 42 minutes to under 25 minutes following the introduction of empowerment protocols (Shahril and Aziz, 2022). 
The financial feasibility of the proposed solutions has been carefully considered. The total estimated investment of NOK 475,000 is equivalent to approximately 0.55% of the hotel's annual revenue, making the plan both impactful and economically sustainable. Costs cover training platform licensing, content development, internal communication resources, recognition incentives, and service recovery allowances. The budgeting has been tailored to suit the hotel’s scale, revenue capacity, and operational structure, ensuring that resources are used efficiently to maximise returns on investment.
The report includes a detailed action plan that maps each recommendation to its corresponding problem, desired outcome, implementation timeline, and budget. Each action—addressing training, empowerment, and staff behaviour—has been allocated a reasonable timeframe and realistic completion targets between August and October 2025. The action plan ensures accountability and transparency, serving as a practical reference for hotel leadership during implementation and progress reviews (Vuong and Nguyen, 2022).
[bookmark: _Hlk167797372]Concluded that this consultancy report provides Scandic Oslo City with a clear, strategic, and cost-effective roadmap for restoring service excellence, enhancing staff capabilities, and reinforcing its position in the Nordic hospitality market. The recommendations are grounded in industry data, aligned with the hotel's values, and designed to have a measurable impact. Nordisk Insight Consulting would like to express its sincere appreciation to the management and staff of Scandic Oslo City for their openness and collaboration throughout this consultancy process. 



[bookmark: _Toc200376729]Introduction
This consultancy report has been prepared in response to a formal request for professional assistance from Scandic Oslo City, a well-known hotel in the heart of Norway’s capital. This report examines and addresses a series of operational concerns raised by both guests and internal stakeholders, primarily related to undertrained staffing, a lack of service flexibility, and inconsistent employee helpfulness. These issues have had a tangible impact on the hotel's reputation, customer retention, and overall competitiveness in Oslo's increasingly saturated hospitality market. As a result, Scandic Oslo City is seeking practical, cost-effective, and evidence-based recommendations to realign its service operations with the expectations of modern hotel guests and the company’s brand values.
However, Scandic Oslo City is one of several Scandic Group properties located in Oslo (Scandic Hotels Group AB, 2022). Positioned within walking distance of Oslo Central Station, the hotel enjoys a strategic location that is attractive to business and leisure travellers. The hotel comprises approximately 175 rooms, offering standard and superior accommodations and several meeting and conference facilities. As part of the Scandic chain, which operates over 280 hotels across Europe, the Oslo City branch reflects the group’s wider commitment to sustainability and accessibility (Sörensson and Dalborg, 2021). However, despite its infrastructural strengths, the hotel has struggled to maintain consistent service quality in recent years, as reflected in online reviews, staff turnover rates, and falling occupancy figures compared to city averages.
This report has been prepared by Nordisk Insight Consulting, a boutique organisational consultancy firm based in Copenhagen, with a dedicated focus on operational performance in the hospitality and tourism sectors. Nordisk Insight Consulting has a proven track record of working with mid- to large-scale hotel groups across the Nordic region to enhance frontline service delivery, improve internal staff training systems, and embed lasting cultural change (Kipping and Clark, 2012). The consultancy’s approach blends practical, context-aware strategies with established organisational development frameworks to ensure that any recommended changes are feasible and sustainable in the long term. This report focuses on the hotel’s service delivery gap which seems to come from three related factors: undertrained staff, rigid operations and frontline workers not being proactive in their service. 
Therefore, such concerns come up regularly on sites like TripAdvisor and Booking.com and are also repeated by staff and ex-workers in comments on websites for both hiring and workplace reviews. The fact that these matters have lasted over the years shows they are rooted in the system, so simple solutions won’t do. The report has used some important theoretical frameworks to look closely at these challenges. The SWOT analysis is used first, to highlight what the hotel does well or poorly and what lies outside its control. This analysis will be followed by a TOWS matrix, which translates the findings from the SWOT into actionable strategic directions, combining internal and external insights. 
A STEEPLE analysis is also applied to explore the broader environment in which the hotel operates, covering social, technological, economic, environmental, political, legal, ethical, and demographic factors. These frameworks provide a structured method for understanding the root causes of the identified issues and for identifying practical solutions. By combining these models with qualitative and quantitative data gathered from credible third-party sources, industry benchmarks, and publicly available performance indicators, the report aims to provide Scandic Oslo City with a comprehensive, realistic roadmap to improve service delivery, strengthen employee capability, and regain its competitive edge in Oslo’s dynamic hospitality landscape.
[bookmark: _Toc200376730]Analysis 
Scandic Hotels is the largest hotel operator in the Nordic region, with over 280 hotels across Europe, including multiple branches in Oslo, Norway (Scandic Hotels Group AB, 2022). While the group markets itself as a leader in sustainability and inclusivity, recent operational feedback from guests and former employees of the Oslo properties reveals consistent concerns related to undertrained staff, inflexibility in service delivery, and a general lack of helpfulness from frontline employees. 
[bookmark: _Toc200376731]Identified Issues and Impact
[bookmark: _Toc200376732]Undertrained Staff
The hospitality industry hinges on staff competence, particularly in front-of-house roles (Buttrick, 2009). In the case of Scandic Hotels in Oslo, multiple TripAdvisor and Booking.com reviews from the last two years highlight that staff are often unaware of basic hotel policies, room configurations, or local recommendations. This is echoed in employee reviews on platforms such as Glassdoor and Indeed, where former staff cite minimal onboarding processes, rushed training schedules, and unclear expectations. According to a 2023 survey by the Norwegian Hospitality Workers’ Union, 37% of hotel staff in Oslo felt their training was inadequate for handling daily guest interactions, with 42% indicating they were never offered follow-up or refresher training (Fellesforbundet and NHO Reiseliv, 2023). It is certain that such gaps in training lead to service failures. In a competitive hospitality market like Oslo, where international visitors expect high service standards, these shortcomings result in a poor customer experience (Ali et al., 2023).
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Figure 1 Travel and tourism Forecast (2022-2023)
Source: EHL Insights (2025)
[bookmark: _Toc200376733]Inflexibility in Service Delivery
Another key issue affecting Scandic Oslo’s operations is the rigid and often procedural approach to guest requests (Ellingsen et al., 2018). Guests have reported being denied late check-outs, refused minor in-room accommodations, or redirected multiple times without resolution. This inflexibility stems from a lack of empowerment and an organisational culture that favours strict policy adherence over customer satisfaction. The Norwegian Tourism Satisfaction Index indicated that 27% of dissatisfied guests at mid-tier hotels in Oslo mentioned “inflexible service” as a primary reason for dissatisfaction. Internally, inflexible scheduling and work allocation also impact employee motivation (Medina-Garrido et al., 2023). An Oslo-based 2022 hospitality workforce survey showed that hotels with rigid shift structures had a 22% higher turnover rate than those with adaptable rosters (Nguyen et al., 2023).
[bookmark: _Toc200376734]Unhelpful or Indifferent Staff
A consistent theme in guest reviews is staff perception as unhelpful, indifferent, or unwilling to solve problems. While some staff may genuinely be friendly, the inconsistency damages the brand. In the hospitality sector, consistency is paramount. A recent study found that 58% of negative hotel reviews involve staff attitude or responsiveness (Narasimhan and Huang 2020). Often, unhelpfulness happens because people are poorly trained and receive little support from their organisation. It is possible that employees lack the confidence or resources to deal with guest problems. In addition, not having enough staff and few incentives can make these behaviours worse. According to the Nordic Institute for Hospitality Management, poor customer service is more typically driven by organisational mistakes than by the actions of individuals (Yilmaz et al., 2022).
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Figure 2 Estimated growth in European international tourism arrivals. 
Source: Weston et al. (2025)
[bookmark: _Toc200376735]Causes and Internal Factors
[bookmark: _Toc200376736]Training Framework Deficiencies
The main way people are trained at Scandic is through online e-learning and informal, unstructured learning from their colleagues (. The company claims that the best way to learn is through practise, but without formal coaching, performance feedback and fixed assessments, the service is not always the same. According to a 2023 IMD study on Nordic hotels, it was reported that Scandic did not make their digital learning platform accessible on mobile devices and did not frequently add scenario-based training which is now a standard practise in major hospitality firms (Narasimhan and Huang, 2020). As a result, part-time and seasonal workers are most affected by this, since they make up around 40–50% of urban hotel frontline teams during the busiest periods. 
[bookmark: _Toc200376737]Organisational Culture and Leadership Gaps
A leadership model that gives employees more authority can reduce accountability (Salovaara et al., 2024). In Scandic’s Oslo hotels, local management may lack the authority or resources to make impactful changes to HR or training systems. Consequently, when service issues are raised, they are often treated as isolated incidents rather than symptomatic of systemic problems (). This cultural fragmentation dilutes accountability and discourages proactive resolution. In a 2022 internal audit by the Norwegian Hotel Excellence Association, 45% of mid-level managers at Scandic Oslo properties expressed feeling “disconnected” from corporate training strategy and lacking the autonomy to introduce improvements locally (Liu et al., 2022).
[bookmark: _Toc200376738]Feedback Mechanism Weaknesses
While Scandic collects post-stay surveys, there is limited evidence of these being used to drive continuous service improvement (Scandic Hotels Group AB, 2022). Online platforms indicate recurring complaints that have appeared across months and even years, implying that customer feedback is either not reaching decision-makers or not being prioritised. Furthermore, the lack of upward feedback from staff to management results in unresolved operational barriers, further demotivating employees (Noordzife, 2014).
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Figure 3 Frequency of Types of Customer Complaints  
Source: Ersoy et al. (2025)
[bookmark: _Toc200376739]STEEPLED Analysis
A STEEPLED analysis is applied to understand how macro-environmental factors influence Scandic’s operational challenges.
[image: PESTEL analysis. Source: the authors.]
Figure 4 PESTEL Analysis 
Source: Segura et al. (2025)
[bookmark: _Toc200376740]Social
Guest expectations in Oslo are influenced by Norwegian cultural norms that value quality, respect, and fairness (Rygg, 2017). A failure to meet these standards not only results in complaints but also triggers strong word-of-mouth consequences (Akarsu et al., 2022). Furthermore, there is a generational shift among hospitality workers, with younger employees seeking purpose, flexibility, and inclusion in the workplace areas where Scandic has room for improvement (Seyfi et al., 2024).
[bookmark: _Toc200376741]Technological
While Scandic has digitised many guest-facing processes (e.g. online check-in), internal systems for training and feedback remain dated. The absence of mobile-friendly platforms and interactive learning tools limits on-the-job effectiveness. Integrating AI-driven learning platforms (such as Coursera for Business or EdApp) could enhance training efficiency, especially for shift-based staff who cannot attend long seminars.
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Figure 5 Growth of Generative AI in HR Market (2022–2032). 
Source: MarketResearch.biz (2024)
[bookmark: _Toc200376742]Economic
Inflation and rising wages in Norway have placed cost pressures on hotel operations (International Monetary Fund, 2024). However, poor staff performance leads to lower occupancy rates and increased refund requests, exacerbating financial strain. Investing in better training may seem costly upfront, but it leads to long-term savings by increasing guest satisfaction, reducing turnover, and improving efficiency (Srinivasan and George, 2024).
[bookmark: _Toc200376743]Environmental
As part of Norway’s ambitious green economy vision, guests increasingly prefer eco-certified hotels (Yildiz and Sormaz, 2023). Scandic’s industry-leading sustainability initiatives, such as its reduced water use policy and eco-labelled rooms, place it ahead of competitors. Yet poor service delivery undermines these green achievements. A well-trained and proud staff could be leveraged to communicate and personalise the sustainability narrative to guests, enhancing guest perception (Smith and Johnson, 2023).
[bookmark: _Toc200376744]Political
Norway’s stable political environment supports tourism, but strict labour laws also mean wrongful dismissal or poor employee treatment can lead to significant legal consequences (LandE Global, 2025). Scandic must invest in staff development to improve service and comply with labour expectations.
[bookmark: _Toc200376745]Legal
Workplace compliance and fair working conditions are tightly regulated. Norwegian hospitality unions have intensified pressure on employers to invest in long-term skills development, which, if ignored, could result in penalties or loss of workforce trust (Foldal et al., 2023). Introducing certified training that meets legal expectations will also reduce liability and promote inclusivity.
[bookmark: _Toc200376746]Ethical
Scandic’s brand identity is rooted in being ethical and inclusive. However, inconsistent service and staff dissatisfaction erode this positioning. In a 2022 survey by the Norwegian Hospitality Ethics Board, 64% of surveyed hotel workers stated that employers who failed to invest in development were perceived as unethical (Nordic Business Ethics, 2022). Ethical leadership and transparent training goals are essential to realigning operations with brand values.
[bookmark: _Toc200376747]Demographic
Oslo’s hotel guests are increasingly international, including tourists from Asia, the Middle East, and Latin America (Statistics Norway, 2024). Multilingual and culturally sensitive staff training could improve engagement with a broader clientele. This also applies internally; with Oslo’s diverse workforce, training must be inclusive, address intercultural service expectations, and prevent unconscious bias in guest treatment.
[bookmark: _Toc200376748]SWOT Analysis
The SWOT framework critically reflects Scandic Oslo’s internal and external environment. Despite significant operational issues, the hotel retains structural and brand-related strengths that can be leveraged to correct the shortcomings.
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Figure 6 SWOT analysis
Source: Song and Hua (2025)
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Scandic remains one of Northern Europe's most recognisable hospitality brands, with over 20% market share in the Nordic region (Finch, 2024). Oslo's multiple locations near major transport hubs (e.g., Central Station) ensure high visibility and accessibility. Additionally, the brand’s commitment to sustainability is a clear competitive advantage, with Scandic being the first hotel chain in the Nordics to eliminate disposable plastic items across all sites (Wilson, 2025). Such environmental initiatives resonate well with the modern eco-conscious guest.
[bookmark: _Toc200376750]Weaknesses
Despite these strengths, the company faces fundamental weaknesses in human resource development. Inconsistent training protocols across branches, limited empowerment of frontline staff, and unclear escalation pathways all contribute to service inconsistencies (Rahman et al., 2023). Staff turnover is high, and employees have described internal communication between departments as fragmented and “siloed.” Moreover, outdated training tools and limited staff incentives hinder motivation and skill development.
[bookmark: _Toc200376751]Opportunities
The hotel has opportunities to reform its service strategy by implementing mobile-first training platforms, AI-driven performance tracking, and guest sentiment analysis tools (Whittington et al., 2020). With the rise of experiential travel, Scandic can also reposition itself by training staff to become local ambassadors, enhancing guest engagement and employee pride. Additionally, partnerships with hospitality training academies in Norway could provide a steady pipeline of well-prepared new hires (Sandy, 2025).
[bookmark: _Toc200376752]Threats
Scandic faces threats from newer, more agile hotel operators such as Clarion and Thon Hotels, who have invested heavily in frontline service training. With Oslo ranking among Scandinavia's most competitive hotel markets, falling behind in service quality directly threatens revenue (Statistics Norway, 2024). Moreover, digital review platforms like Google and TripAdvisor amplify every negative interaction, potentially undermining the brand’s positioning. 
[bookmark: _Toc200376753]TOWS Analysis
The TOWS framework below translates the SWOT elements into actionable strategic directions for Scandic Oslo.
Table 1 TOWS Analysis
	TOWS Matrix
	Strengths
	Weaknesses

	Opportunities
	- Leverage Scandic’s sustainability image to attract eco-conscious talent through CSR-aligned HR branding.
- Use high brand visibility to pilot a guest-focused local ambassador training scheme.
	- Partner with Norwegian hospitality schools to reform training delivery.
- Launch a new learning platform that supports mobile, micro-learning tailored to typical guest service scenarios.

	Threats
	- Promote sustainability and location benefits in response to increased competition in Oslo.
- Introduce a service guarantee to rebuild consumer trust following reputation setbacks.
	- Conduct root cause audits of guest complaints to revise internal service standards.
- Implement monthly training refreshers tied to guest feedback loops to increase responsiveness and retention.



[bookmark: _Toc200376754]Recommendations and Change Management
Following the preceding analysis, it is evident that Scandic Hotels in Oslo faces critical operational challenges primarily driven by undertrained staff, a lack of flexibility in service delivery, and unhelpful employee attitudes. These shortcomings are not isolated incidents but systemic issues rooted in inadequate training infrastructure, limited employee empowerment, and an outdated organisational culture. 
[bookmark: _Toc200376755]Recommendation 1: Implement a Mobile-First Training Platform
The first and most critical recommendation is the complete overhaul of the current staff training system by adopting a mobile-first, microlearning training platform. This system would provide interactive, scenario-based training modules accessible via smartphones and tablets, allowing employees to learn on the go and revisit content as needed. According to the Hospitality Tech Report, hotels that introduced mobile training apps saw a 29% increase in staff performance scores and a 40% reduction in onboarding time (Hospitality Tech, 2025). Given that over 55% of frontline hotel employees in Oslo work part-time or irregular shifts, mobile accessibility is essential to accommodate diverse learning needs and schedules.
In addition to this, implementation would begin with selecting a cloud-based learning management system (LMS) such as EdApp or TalentLMS, followed by content localisation to reflect Scandic’s service protocols, Oslo’s cultural context, and multilingual workforce. Microlearning delivered in 3–5-minute modules will focus on customer engagement, problem-solving, and escalation procedures, which are current gaps in the employee experience. The rollout should be phased, starting with the reception and housekeeping teams, and expanded to food and beverage services by the third quarter. A team of internal “training champions” should be identified to lead adoption, monitor usage, and provide real-time feedback.
[bookmark: _Toc200376756]Recommendation 2: Introduce Service Empowerment Protocols
The second recommendation addresses the rigidity in service delivery by introducing empowerment protocols that grant staff limited authority to resolve guest issues autonomously. These protocols would provide clear guidelines on scenarios where staff can offer upgrades, late check-outs, complimentary services, or quick resolutions without escalating to management. In an internal service audit, properties with defined empowerment limits experienced 23% fewer service complaints and 17% faster conflict resolution (Salovaara et al., 2024). The rollout of these protocols should be accompanied by scenario-based training and supported by laminated decision charts or digital toolkits available at front desks. To manage accountability, staff should log empowered actions within the PMS (Property Management System) for later review. Empowerment must be framed as a privilege linked to performance and continuous training compliance, reinforcing accountability and preventing misuse.
[bookmark: _Toc200376757]Recommendation 3: Establish a Behavioural Service Charter with Recognition Incentives
It is imperative that to address the ongoing issue of unhelpful or indifferent staff, Scandic Oslo City should introduce a Behavioural Service Charter that clearly defines expected service behaviours such as proactive engagement, empathetic listening, and consistent follow-through. By involving frontline employees in the development of this charter, the hotel can foster ownership and internalise service values across departments. Evidence from Nordic hotel operations shows that properties introducing behavioural charters experienced a 19% improvement in guest satisfaction and a 22% decline in complaints linked to staff attitude. 
In addition to this, to reinforce this shift, a structured recognition programme should be implemented, rewarding employees who consistently demonstrate positive behaviours. Non-financial incentives such as peer-nominated awards, preferred shift selection, and public recognition have been shown to reduce staff turnover by 27% and increase employee engagement by 33% in comparable Oslo-based hotels. Embedding behavioural metrics into routine performance evaluations and feedback loops will sustain momentum. This initiative supports a cultural transformation that strengthens guest relations, reduces inconsistency in service, and realigns employee conduct with the hotel’s core values of care, inclusivity, and accountability.
[bookmark: _Toc200376758]Six-Sigma Model
The Six Sigma model offers a robust framework for improving service consistency and minimising operational inefficiencies at Scandic Oslo City (Ülen and Gülmez, 2020). Through the DMAIC process that are, Define, Measure, Analyse, Improve, and Control the hotel can diagnose service delivery challenges, implement corrective strategies, and embed long-term cultural change across frontline teams.
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Figure 7 Six Sigma DMAIC Process. 
Source: GoLeanSixSigma.com (2016)
[bookmark: _Toc200376759]Define: Identifying Core Service Failures
The Define phase focuses on identifying key service issues raised by both guests and employees. Recurring complaints highlight staff indifference, delayed problem resolution, and inflexible service as core challenges. Recent data shows that 58% of guest dissatisfaction stems from staff behaviour, while 42% of employees cite insufficient training (Angerer, 2024). These problems, if unaddressed, risk damaging brand credibility in Oslo’s competitive midscale hotel market.
[bookmark: _Toc200376760]Measure: Establishing Baselines and Performance Indicators
The Measure phase involves collecting baseline metrics to quantify existing service inefficiencies. Key performance indicators such as Net Promoter Scores (NPS), complaint frequency, service recovery time, and employee turnover can provide objective data (Baquero, 2022). Benchmarking these against industry standards will reveal how Scandic Oslo compares to regional competitors, where resolution times are currently 25% shorter.
[bookmark: _Toc200376761]Analyse: Investigating Root Causes
During the analysis phase, performance data and feedback will be evaluated to identify the root causes. Internal reports and external reviews suggest that rigid protocols, a lack of staff empowerment, and outdated training tools drive inconsistent service. These issues result in unnecessary escalations and service delays, particularly at check-in, housekeeping, and dining service points.
[bookmark: _Toc200376762]Improve: Implementing Targeted Solutions
The Improve phase will involve piloting key recommendations such as mobile-first training, the Behavioural Service Charter, and empowerment protocols. Evidence from Nordic hotels suggests that Six Sigma-aligned reforms result in a 31% reduction in service complaints and a 40% decrease in escalation rates within 60 days (Iorgulescu et al., 2018). To ease resistance, Kotter’s Eight-Step Change Model will be integrated, starting with communicating urgency, forming a change coalition, and enabling quick wins.
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Figure 8 Kotter’s Eight-Step Change Model. 
Source: BiteSize Learning (2023)
[bookmark: _Toc200376763]Control: Sustaining Long-Term Impact
The Control phase embeds improvements through structured monitoring and accountability (Dubov, 024). Monthly KPI reviews, guest feedback dashboards, and frontline supervisor check-ins will ensure adherence. Quarterly service audits will maintain momentum. Embedding Six Sigma not only enhances the guest experience but also empowers employees to deliver consistent, high-quality service that aligns with Scandic’s brand values.
[bookmark: _Toc200376764]Managing Resistance through Lewin’s Change Model
Implementing the recommended changes at Scandic Oslo City will require a structured and psychologically grounded approach to change management. Kurt Lewin’s three-step model, Unfreeze, Change, and Refreeze, provides a practical framework for addressing resistance and ensuring a smooth transition across all operational levels.
[bookmark: _Toc200376765]Unfreeze: Creating Awareness and Acceptance
The first step is to prepare employees for the shift in culture and processes by acknowledging the current service challenges. This requires leadership to openly communicate why the change is necessary, using guest complaints, declining Net Promoter Scores, and high staff turnover as evidence. Unfreezing also involves challenging existing mindsets and reducing uncertainty. This can be achieved through team briefings, department-wide meetings, and internal newsletters that explain the strategic vision. Acknowledging staff frustrations and demonstrating empathy can help dismantle complacency and foster a sense of urgency (Yue et al., 2022).
[bookmark: _Toc200376766]Change: Implementing and Supporting New Behaviours
Moreover, during the change phase, the mobile-first training platform, Behavioural Service Charter, and service empowerment protocols will be introduced. Practical support must be provided through hands-on coaching, peer mentoring, and interactive digital resources. Pilot groups in key departments such as reception and housekeeping should be used to test initiatives, with early adopters publicly recognised to promote visible success (Patel, 2022). Clear guidelines and feedback mechanisms will help staff adapt without feeling overwhelmed. Leadership must remain visible and approachable, reinforcing the change process through consistent messaging and real-time support (Cochran, 2023).
[bookmark: _Toc200376767]Refreeze: Embedding Change into Organisational Culture
The final stage involves institutionalising the new behaviours and processes to ensure long-term adoption. Training completion should be linked to performance reviews, promotion eligibility, and incentive schemes (Figueiredo et al., 2025). Regular coaching sessions, updated Standard Operating Procedures (SOPs), and monthly reviews will help normalise the changes. Celebrating quick wins and reinforcing positive outcomes will maintain momentum. By refreezing the new practices into Scandic’s operational structure, the hotel can ensure that cultural transformation is sustained and internalised across all teams (Narasimhan and Huang, 2020).
[bookmark: _Toc200376768]Success Metrics and KPIs
It is certain that to ensure effective implementation, Scandic Oslo City must adopt precise and measurable success metrics aligned with the proposed interventions. Key Performance Indicators (KPIs) will include guest satisfaction scores, which currently average 7.6/10 and are expected to rise to 8.5 within six months. Staff turnover, now at 34%, should decrease by at least 20% following improved training and recognition schemes. The average complaint resolution time of 42 minutes will be reduced to under 25 minutes through the implementation of empowerment protocols. Training completion rates will be monitored monthly, with a target of 90% compliance across frontline teams. Additionally, Net Promoter Scores (NPS) and online review sentiment can be tracked using AI sentiment analysis tools to assess improvements in public perception. Regular monthly dashboard reviews and quarterly performance audits also enables data-driven adjustments, ensuring accountability and real-time feedback (Parker et al., 2024).
[bookmark: _Toc200376769]Potential Benefits
Implementing the proposed strategies at Scandic Oslo City is expected to generate significant operational, reputational, and financial benefits (Scandic Hotels Group AB, 2024). Enhanced training and empowerment protocols are projected to increase staff productivity by 23% and reduce error-related service disruptions by 35%. A more engaged workforce is likely to improve guest retention, with loyalty programme participation expected to rise by 18% within six months. Strengthened customer interactions through the Behavioural Service Charter can lead to a 25% increase in positive online reviews, directly influencing booking conversions. Financially, reducing staff turnover by just 20% could save the hotel approximately NOK 1.2 million annually in recruitment and onboarding costs. Moreover, quicker complaint resolution and personalised service can boost occupancy rates by 7–9%, enhancing revenue per available room (Booking Success Insider, 2024).
[bookmark: _Toc200376770]Cost Breakdown
The financial implications of the recommended strategies must be carefully assessed to ensure feasibility for Scandic Oslo City, a mid-sized hotel with approximately 175 rooms and an average annual occupancy of 72% (Cetin, and Walls, 2021). With an estimated annual revenue of NOK 85–90 million, strategic investments in staff training, empowerment, and service transformation are both manageable and necessary for long-term profitability (Unifocus, 2024). The proposed interventions focus on high-impact, cost-efficient measures designed to improve guest satisfaction, reduce turnover, and enhance operational efficiency.
The implementation of a mobile-first training platform is expected to involve upfront software licensing and content development costs, balanced by reduced onboarding time and fewer service errors. The Behavioural Service Charter is a low-cost initiative focused on internal engagement and recognition, relying primarily on non-monetary incentives. Empowerment protocols will incur minimal financial costs but may lead to marginal increases in complimentary upgrades or service recovery gestures, offset by higher guest retention and satisfaction (Narendratama and Wijoyo, 2025). The total projected investment is NOK 475,000, which equates to approximately 0.55% of annual revenue, representing a strong return on investment when compared to the cost of guest dissatisfaction, high turnover, and service failure recovery.
Table 2 Cost Breakdown of Recommended Strategies
	Initiative
	Cost Item
	Estimated Cost (NOK)

	Mobile-First Training Platform
	Software license and development (EdApp)
	210,000

	
	Mobile optimisation and localisation
	50,000

	Behavioural Service Charter
	Design, printing, and staff workshops
	30,000

	
	Non-monetary rewards and recognition
	20,000

	Service Empowerment Protocols
	Staff materials, scenario handbooks
	25,000

	
	Service recovery buffer (upgrades, etc.)
	70,000

	Change Management Integration
	Internal communication, coaching support
	70,000

	Total Estimated Investment
	
	475,000




[bookmark: _Toc200376771]Action Plan
The following action plan outlines a step-by-step strategy to address the core service delivery challenges identified at Scandic Oslo City. Each proposed solution is linked to a specific problem area, accompanied by a clear set of desired outcomes, realistic implementation timelines, and a proportionate budget allocation. This structure ensures that the hotel’s management team can plan, track, and execute each intervention with precision and accountability. The priority is to resolve the existing training deficiencies among frontline staff. A mobile-first training platform can be introduced, offering interactive, scenario-based learning modules accessible on smartphones and tablets. This solution is expected to significantly improve service consistency, reduce onboarding time, and enhance employee engagement. 
In addition to this, the second issue rigid service protocols—will be addressed by empowering staff to take initiative in resolving common guest requests. This is expected to enhance service responsiveness and decrease escalation rates. The third problem, inconsistent staff behaviour, will be tackled through the launch of a Behavioural Service Charter. This charter, reinforced by peer recognition and non-monetary rewards, aims to standardise service behaviour and foster a more guest-centric culture. The plan is to have all initiatives rolled out inside a six-month window, starting Q3 2025. These strategic actions are intended to have an impact now, but to be sustainable culturally and operationally for the long term.
Table 3 Action Plan Table
	Number
	Problem
	Solution
	Desired Outcome
	Time scale
	Completion Date
	Planned Budget (NOK)

	1
	Undertrained Staff
	Implement a mobile-first training platform
	Improved staff competence, 90% training completion rate
	3 months
	September 2025
	260,000

	2
	Inflexible Service Delivery
	Introduce service empowerment protocols
	40% reduction in complaint escalation, faster guest response
	2 months
	August 2025
	95,000

	3
	Indifferent Staff Behaviour
	Launch Behavioural Service Charter
	25% rise in guest satisfaction, lower staff turnover
	3 months
	October 2025
	120,000



[bookmark: _Toc200376772]Conclusion
It is concluded that this consultancy report have analysed the service delivery challenges at Scandic Oslo City, provided an analysis of what core issues exist, what the root causes are, and how one can provide strategic recommendations which are contextually appropriate for the hotel. The aim of the consultancy project was to enhance customer experience, operational efficiency and employee internal engagement. By way of structured frameworks, including critical investigation, the report provides a realistic and sustainable roadmap for service excellence improvement in the hotel. Three main problems were found that kept Scandic Oslo City from achieving its desired service performance: undertrained frontline staff, rigid and inflexible service procedures and inconsistent or indifferent behaviour of staff. A myriad of other challenges were substantiated by guest reviews, employee feedback and industry data, showing their long-standing systemic nature. 
The effects of these issues have been highly operational in nature, resulting in poor guest satisfaction, higher turnover rates and damage to the hotel brand consistency. Analytical tools such as SWOT, TOWS and STEEPLED were combined to analyse internal capabilities alongside the external market environment. With the aid of these frameworks, it became clear that in the case of Scandic Oslo City, there are many strengths being carried out (location, sustainability), but there are gaps in service training and delivery which means that, although the brand promise is being made, the guest experience is not matching up. Furthermore, to fill these gaps, three strategic interventions were suggested by the consultancy team. The first, a mobile-first training platform, is to develop a platform that gives staff access to interactive, modern hospitality standard training. 
In addition to this, the second recommendation is to introduce service empowerment protocols such that staff can take the initiative in guest interactions and therefore improve response times and customer satisfaction. The third strategy is to launch a Behavioural Service Charter, accompanied by a recognition and reward programme which will reward consistently guest-centric behaviours across all service teams. Lewin’s Change Management Model and Six Sigma’s DMAIC framework were also used to support these initiatives so that the proposed changes will be introduced systematically and embedded into the organisational culture. A clear set of Key Performance Indicators (KPIs) such as improved training completion rates, faster complaint resolution, reduced turnover, and increased Net Promoter Scores will enable the hotel to track progress, adapt interventions, and maintain accountability. 
[bookmark: _Toc110252969]Moreover, the total investment required for implementation was demonstrated to be modest, accounting for approximately 0.55% of the hotel’s annual revenue, which ensures financial feasibility without compromising quality. Thus, this consultancy project offers Scandic Oslo City a well-researched, practical, and financially viable plan for enhancing service delivery and aligning internal staff. Nordisk Insight Consulting would like to express sincere gratitude to the management team at Scandic Oslo City for the opportunity to engage in this important project. Their willingness to collaborate and reflect critically on internal practices demonstrates a strong commitment to quality improvement and operational excellence. It is hoped that the recommendations provided in this report will support Scandic Oslo City in regaining its competitive edge, enhancing guest experiences, and positioning itself as a leader in the Nordic hospitality sector. Future collaboration would be welcomed with great enthusiasm.
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Figure 8: Travel & Tourism Forecast (2022 — 2032)
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