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Abstract 

Due to the intense competition in the hotel industry the service quality is of outmost 

importance to maintain a competitive edge. In order to enable this, the functioning of the front 

line processes becomes vital in the sense of being able to deliver the expected service. To 

therefore decide which processes should exist, and how they should be designed in order to be 

as efficient and effective as possible, becomes extremely important. This study therefore 

focuses on the decision making regarding those processes on the operational level in a hotel 

hierarchy. The aim is to find out at what level these types of decisions are made, and why. 

The study has been conducted in a qualitative manner using documentation alongside 

interviews. By going deeper into one of the decisions made at Nordic Choice Hotels it became 

clearer on what is being considered when they are made. The results from the study points 

towards larger decisions having a decision making process more spread out over the hierarchy 

than those of smaller magnitude in order to make the decision making as efficient and 

effective as possible. 

 



Sammanfattning 

På grund av hotellindustrins intensiva konkurrens är servicekvalitén otroligt viktig för att 

kunna ha en konkurrensfördel. För att detta ska vara möjligt är processerna på företagets 

frontlinje livsviktiga i betydelsen att de möjliggör den service som är förväntad. Att då avgöra 

vilka processer som ska existera och hur dessa ska fungera för att de ska vara så 

verkningsfulla och effektiva som möjligt, är otroligt viktigt. Den här undersökningen 

fokuserar därför på beslut rörande de processerna på den operationella nivån i en 

hotellhierarki. Syftet är att hitta den nivå som den här typen av beslut tas på och förklara 

varför. 

Undersökningen är av kvalitativ natur och är utförd genom dokumentation vid sidan av 

intervjuer. Genom att gå djupare in i hur ett av besluten på Nordic Choice Hotels har gått till 

kommer det underlätta förståelsen kring vad som tänks över när beslut tas. Resultaten från 

studien pekar på att större beslut har en beslutsprocess som är mer utspridd över hierarkin än 

de av mindre omfattning och detta är för att göra beslutsfattandet så effektivt och 

verkningsfullt som möjligt. 
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1. Introduction 

This introductory chapter will begin by laying a background foundation regarding the service 

industry and its operational processes. The focus then narrows down to the hotel industry and 

explains some of the specific features that make it so unique. Thereafter the problem 

discussion will concretise its issues and run down to why this study should be made and result 

in the research questions. Finally, an outline of the complete paper will be summarised. 

Background 

Companies and organisations are constantly pursuing new ways to improve performance and 

increase the competitive advantage (Zhang, Linderman & Schroeder, 2012) and success is to a 

large extent built into the business processes (Balasubramanian & Gupta, 2005). Managers in 

the service industry have an interest in how well the front line staffs perform the job since 

higher service quality will generate higher profits (Young-Thelin & Boluk, 2012). In order to 

be able to provide a service of a desired quality to the customer, the operations management is 

vital (Krajewski, Ritzman & Malhotra, 2013). The operations management refers to “the 

systematic design, direction, and control of processes that transform inputs into services and 

products for internal, as well as external customers” (Krajewski, Ritzman & Malhotra, 2013, 

p. 22). It so implicates maximising effectiveness and efficiency and overlaps departments and 

functions (Krajewski, Ritzman & Malhotra, 2013). By focusing on the processes within the 

operations management it becomes clearer how the organisation functions. While the core 

processes focus on those activities that deliver value to the external customers, the support 

processes provide inputs that make the core processes possible (ibid.). 

The Hotel Industry 

Small variations in work processes can sometimes create large differences in terms of service 

quality. If the processes invisible to the guests are well organised it will be easier to achieve a 

desired and consistent level of service quality. The internal processes will also then be better 

coordinated with the overall strategy. (Krajewski, Ritzman & Malhotra, 2013) 

The hotel industry is highly competitive (Kandampully & Suhartanto, 2000) and in order to 

uphold the competitive advantage, the service quality plays a crucial role (Hoque, 1999; 

Kandampully & Suhartanto, 2000). It is an industry where the front desk personnel has to deal 

with a lot of unpredictable events, large variations in pace, and has a broad job description 

with many different job assignments (Chakravati, 2008). While these challenges exist it is at 
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the same time one of the most important operating areas in terms of revenue, image building, 

administration, and communication (ibid.). It therefore is important to provide the front line 

staff with the necessary support they need to perform their job well which will enhance the 

likelihood of higher service quality. 

Since there are so many different aspects to a hotel receptionist job it is possible that some 

processes have been more or less prioritised due to for instance lack of funding, time, or 

knowledge. This is therefore an industry that could benefit a lot from having well laid out 

organisational support procedures – especially if the company is large and operates in many 

different countries and cities. 

Problem Discussion 

Due to the intense competition in the hotel industry, the service quality is of utter importance 

to maintain a competitive advantage. The front desk has one of the most prominent positions 

in a hotel business and therefore also one of the most influential. 

Services are more difficult than products to conceptualise and distinguish in processes 

because of their intangibility (Seyring, Dornberger, Suvelza & Byrnes, 2009). Hotel service 

differs a lot from other types of services in the sense of magnitude. In a hotel there are more 

aspects to the overall experience which counts in to how a person perceives the overall service 

and certain functions are no longer considered luxurious, but expected which also play in on 

the perception (Kandampully & Suhartanto, 2000). The design and look of the rooms and 

social areas, the cleaning, the food, the price, and the staff are a few of the many facets that all 

need to be organised in order to achieve a greater customer satisfaction (ibid.). To 

successfully provide guests with the desired level and amount of service quality, the design of 

the work at the operational level can therefore make a large difference in achievement. A 

clear picture of the organisational levels and processes that goes on will ease many of the 

procedures when implementing new concepts (Lindsay, Downs & Lunn, 2003). 

Purpose of Study 

The purpose of this study is to find out where decisions that concern the operational processes 

in a hotel are made. It would be useful to understand how those decisions evolve throughout a 

hierarchy. Not only would it help a hotel to get a better view of what goes on in every step 

and aid in the process of implementing decisions, but it could also be useful when hiring 

people for certain positions. In some levels in the organisation, people may not need to have 

any kind of knowledge regarding actual hotel work. If a hotel then can find out where the 
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‘lines’ go before having to hire people with certain skill, experience, and/or education, a better 

fit of employees may occur that will ensure a better strategic way of action. 

Finding this out can both reveal flaws and strengths in the current decision making process, 

and it is a relatively simple and cheap way of determining where certain decisions should be 

made for better effect and making the operational processes more efficient. This way of 

looking at decision making could additionally be easily adapted to more industries. 

The scope of this paper will focus on decision making regarding processes at a hotel’s 

operational level. 

Research Questions 

1. At what organisational level are the decisions affecting operational processes made? 

2. Why are certain operational decisions made at certain levels of the organisation? 

Outline of Paper 

The paper contains six chapters beginning with the introduction followed by the literature 

review, methodology, empirical data, data analysis, and finish off with the findings and 

conclusions. The introduction will provide a background to the area, which then will be more 

fixated towards the topic in the next chapter. Thereafter a description of how the study will be 

conducted is explained in the methodology chapter. The following chapter is presenting the 

data collected accordingly. In the fifth chapter the collected data will be analysed and in the 

sixth and final chapter, findings and conclusions from the analysed data will be presented. 
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2. Literature Review 

This chapter will account for existing theories and previous studies regarding the chosen 

topic. It will begin by explaining why the design of business processes is important for the 

organisation, and thereafter go deeper in on how decisions are made regarding them. Three 

approaches to decision making will be brought up and one chosen for the frame of reference 

in this study. 

The Importance of Process Design 

Well organised business processes deliver a high consistency of service quality (Johnston & 

Clark, 2005). There are however many ways to form processes within business models (Berio 

& Vernadat, 2010; Ponsignon, Small & Maull, 2012; Reijers & Liman Mansar, 2005). Most 

of the existing frameworks are vague (Reijers & Liman Mansar, 2005) and mainly apply to 

manufacturing companies (Hill, Collier, Froehle, Goodale, Metters & Verma, 2002; 

Ponsignon, Small & Maull, 2012) and mechanistic processes (Lindsay, Downs & Lunn, 

2003). There is a huge lack in academic research that regard processes that are prominent to 

service organisations, and with the contemporary significance of service activities there is an 

urgent need to deal with this disparity (Ponsignon, Small & Maull, 2012). 

The fundamental purpose of a process is to provide the ability to deliver a desired process 

performance (Balasubramanian & Gupta, 2005). What kind of process system to use in order 

to achieve the best outcome is however more difficult to foresee (Hill et al., 2002). The idea 

of ‘best practice’ argues that there is one optimal way of doing something (Czinkota & 

Ronkainen, 2013). The modelling of a business process in accordance with the best practice 

phenomenon is generally considered universal in the sense that it is applicable to a process 

regardless of the service or product manufactured (Reijers & Liman Mansar, 2005). Criticism 

regarding the best practice is that many organisations skip the step to investigate which best 

practice actually is the best for the company, and simply instead goes along with one that 

seems good enough (Balasubramanian & Gupta, 2005). Another critique is that too little 

consideration is put towards the context when deeming something a best practice (Brannan, 

Durose, John & Wolman, 2008). Best practices should therefore merely be viewed as 

guidelines to which more context specified processes can be invented (Reijers & Liman 

Mansar, 2005). 
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Process Strategy Decisions 

Since it is possible to have a discrepancy between the overall strategy and the best practices 

(Ponsignon, Small & Maull, 2012), it is important to construct the processes to have a close 

strategic fit to be able to provide the desired service (Krajewski, Ritzman & Malhotra, 2013). 

A process strategy is the “pattern of decisions made in managing processes so that they will 

achieve their competitive advantages” (Krajewski, Ritzman & Malhotra, 2013, p. 110). To 

make a process effective it is important to make the decisions regarding it in coherence with 

the situation and the other processes – both in between and as a whole. No process should 

therefore be optimised at the expense of other. (Krajewski, Ritzman & Malhotra, 2013) 

Failure in the service process is the result of either insufficient customer contribution, or the 

service provider not utilising the equipment and resources in a suitable manner – this either 

because she does not want to, or she does not know how to. Complications that cause these 

failures are on the other hand anchored in independently or integrative predisposed activities 

that has caused mismatch between external and internal factors. (Flieβ & Kleinaltenkamp, 

2004) It is therefore imperative that strategic contingencies are part of the processes 

(Rollinson, 2008). 

Strategic Decision Making 

Strategic decisions are dealing with the long-term direction and health of the organisation 

(Nutt & Wilson, 2010) and are incredibly complex with a multitude of external and internal 

variables (Harrison, 1996). 

The concept of a strategic gap explains the inevitable misfit between the organisation and the 

external environment. When the organisation has minimised this gap as much as possible, it is 

said to have achieved a good strategic fit. (Harrison, 1996) 

Strategic decisions that are initiated in the top of an organisation generate many more 

decisions of lesser magnitude throughout the descending management levels (Harrison, 1996). 

Making the strategic decisions can therefore be seen as the trigger of the rest of the decisions 

and colours the way they are made. 

Organisational Structure 

The fact that organisations can have a clear and well defined strategy that runs through the 

organisational processes does not guarantee a successful business performance (Ching-Yick 

Tse, 1991). The organisational effectiveness is also highly correlated to the structure of the 
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organisation (ibid.). Depending on how the organisational structure is arranged the flow of 

activities can be more or less efficient (Rollinson, 2008). Regarding decision making, the 

process can get slowed down and become defective when there are too many levels within the 

hierarchy or when key decision makers are too far apart from each other (Child, 1984). 

The different, most conspicuous, forms of structure are: Configuration, Centralisation, 

Specialisation, Formalisation, and Standardisation. These will be illustratively presented in 

Figure 1. 

 

Figure 1. The organisational structure connected to each respective characteristics. 

Source: Adapted from Rollinson, 2008. 
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Configuration basically is a structure that groups functions, processes, products or services, 

markets, or geographical areas into different sections. It regards horizontal differentiation 

which concern the division of labour and vertical differentiation which regard the 

coordination of these sections. That coordination is most commonly created through a 

hierarchy of authority in which the responsibility increases further up. The hierarchy can be of 

tall or flat nature. If there are few levels (three for instance) between the top and the bottom, 

the structure is considered flat. Reversely, if there are many levels between the top and bottom 

(five or more), the organisation can be considered tall. Centralisation shows the locus or loci 

of decision making and planning in an organisation. In centralised structures decisions are 

taken by a few numbers of people in the top of the hierarchy, while in decentralised structures 

decision making is delegated. Specialisation regards the degree of labour division and work 

patterns at the lower organisational levels – for instance, how many different work tasks the 

employees perform. Formalisation expresses the number of formal instructions (rules and 

procedures) that govern the organisational conducts. It describes the degree to which a job is 

prescribed through rules and policies. Standardisation connects to the formalisation, but 

instead of displaying the formal instructions it shows whether they are applied in every 

situation. (Rollinson, 2008) 

There are three distinct forms of standardisation: Standardisation of work processes, 

Standardisation of work output, and Standardisation of worker skills. Standardisation of work 

processes regard the connection between work tasks which should have a natural cross over in 

order to be categorised in this way. Standardisation of work output is mainly characterised by 

a focus towards the end product – for instance to avoid too much or too little stock. 

Standardisation of worker skills describes the knowledge and skill the employees need to have 

in order to perform a job correct. (Mintzberg, 1979) 

Notable is that many of the above mentioned structures are very much interrelated. They can 

therefore and most likely do merge at certain aspects and functions depending on size and 

product. An organisation’s structure tends to be relatively permanent but can be altered if 

management views it as a necessity. (Rollinson, 2008) 

  



8 
 

Decision Making 

“Decision making is the most significant activity engaged in by managers in all types of 

organizations and at any level” (Harrison, 1996, p. 46). 

 

 A decision is defined as a moment, in an ongoing process of evaluating alternatives for 

meeting an objective, at which expectations about a particular course of action impel a 

decision maker to select that course of action most likely to result in attaining the 

objective. (Simon, 1960, p. 1) 

This definition of a decision will be used throughout this paper since it is generally accepted 

in managerial decision making literature (Gore, Murray & Richardson, 1992). 

There are three aspects to making a decision: objectives, alternatives, and risk. The decision 

making process starts off with creating objectives, that is, what is trying to be achieved. After 

clarifying a set of desired goals, alternative ways to achieve those goals can be constructed. 

Some alternatives then get discarded while the most preferred ones go on to become 

scrutinised through a risk analysis. After taking the risk into consideration, a choice is made. 

These elements of decision making works as well in today’s more plane business structures as 

they did in the more hierarchical structures that used to dominate. (Schwarber, 2005) 

However, the unilateral decision making that used to be norm does not work nowadays 

(Schwarber, 2005). Much work is executed through cross functional team projects (ibid.) 

where members contribute with different skills (Mello & Ruckes, 2006). Decision making in 

the commanding sense is therefore mostly outdated, and ineffective (Schwarber, 2005). 

Today’s high velocity and dynamic of changes also play in with the fact that it is much work 

in trying to keep up which could be one of the reasons to why larger organisations tend to 

have more rationality based decision making processes since they have more resources to 

spare (Nooraie, 2008). 

A rational decision making process is “(…) the way in which decisions should be made” 

(Heracleous, 1994, p. 16). Figure 2 illustrates the sequence in accordance with the definition 

of the rational decision making process. 
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Figure 2. The rational decision making model. 

 Source: Adapted from Heracleous, 1994, p. 17. 

The rational decision making model explains the optimal approach to a problem, but 

postulates certain assumptions and criteria to work perfectly (Heracleous, 1994). A few of the 

main issues to why this supposedly ‘ideal’ model does not work flawlessly in practice is the 

requirement of the decision maker having full information, the premise of objectivity, and 

political behavioural aspects throughout the process (ibid.). Even if it would be possible to 

find and consider every single alternative taking everything into consideration and viewing it 

objectively, going through everything to be able to make the best decision would be so time-

consuming the facts would become outdated (Kegley and Wittkopf, 2006). 

Process Decision Making 

Decision areas that regard processes and the design of them are product planning, forecasting 

(Ponsignon, Small & Maull, 2012), quality management, layout of facilities, managing 

capacities, performance measurement, performance improvement (Subramanian & 

Ramanathan, 2012), (external and internal) factor combination management, and information 

communication (Flieβ & Kleinaltenkamp, 2004). Property rights management is also one area 

in where processes should be considered, but it mainly concerns knowledge-based services, 

like consulting, and is therefore excluded from this paper. Each of these areas concern 

If unsatisfactory, repeat process as necessary 

Monitoring consequences with respect to objectives 

Implementation of chosen course of action 

Selection of alternative most likely to achieve objectives 

Objective evaluation of alternatives 

Comprehensive  search for alternative courses of action 

Identification of objectives with respect to problem 
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different aspects of how efficient the service in the end turns out. (Flieβ & Kleinaltenkamp, 

2004) 

Operations management have evolved from meaning manufacturing at lowest possible cost 

(Radnor & Barnes, 2007) to include many more criteria to determine efficiency (Subramanian 

& Ramanathan, 2012). Factors like timeliness, flexibility, quality, service delivery, and 

innovation (Subramanian & Ramanathan, 2012) have, as well as price, become important 

aspects that affect customers. The world today also is more interwoven (Saaty, 2006). Not 

does this only mean that many more entities are involved into making a product or service, 

but also that eventual problems in any of these entities have a tendency to feed off itself and 

spread to the others (ibid.). Multi-Criteria Decision Making models have therefore become 

increasingly useful and among these models the Analytic Hierarchy Process is one of the most 

popular since it incorporates manufacturing, technological, environmental, and socio 

economic strategy (Subramanian & Ramanathan, 2012). 

The analytic hierarchy process involves three core operations: hierarchy construction, priority 

analysis, and consistency verification. First, the decision makers need to disassemble the 

multiple criteria decision problem into its constituent parts which is then arranged in a 

hierarchy of sub-problems. Thereafter the sub-problems are systematically compared to each 

other. In the comparison, tangible or intangible data can be used and the fact that human 

judgements can be incorporated in the model is what distinguishes this model from others. 

Due to the subjective involvement in the process, consistency verification should be made. 

This is done through computing the consistency ratio and if it is found that the relative 

amount exceeds the limit, a revaluation should be made. Once all comparisons are made and 

appear to be consistent, they can be synthesised and a priority ranking of each criterion can be 

created. (Ho, 2008) 

The process of creating a priority ranking in order to choose one is explained in Figure 3. 
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Figure 3. The flowchart of the analytic hierarchy process. 

Source: Ho, Dey and Higson, 2006. 

However, a significant problem with multi-criteria decision making regards “(…) aggregating 

preference relations on each criterion to obtain a global preference relation on the set of the 

considered alternatives” (Rolland, 2013, p. 479). One of the main reasons to this is that it can 



12 
 

be difficult to foresee various outcomes with certain alternatives, and therefore also priorities 

(Bhushan & Rai, 2004). It can therefore be extremely problematic to create the priority 

ranking. 

The Managerial Decision Making Process 

None of the previously mentioned decision making models do however recognise the 

importance of incorporating the strategy when making decisions. As mentioned, the previous 

literature has shown that this is vital when making decisions regarding processes. Both the 

rational decision making model and the analytic hierarchy process are very general in the 

sense of whom the decision maker is. It could as well be a farmer deciding on which crops to 

grow, as it could be a store manager deciding on whom to hire. The managerial decision 

making process instead views the decision making as an action made by managers, and does 

leave space for incorporating the company’s strategy into the evaluation (Harrison & Pelletier, 

2000). 

According to Harrison and Pelletier (2000) the different decision making functions are: 

 Setting managerial objectives. 

 Searching for alternatives. 

 Comparing and evaluating alternatives. 

 The act of choice. 

 Implementing decisions. 

 Follow up and control. 

These functions are illustrated in Figure 4. 

 

Figure 4. The managerial decision making process. 

Source: Harrison and Pelletier, 2000. 
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Decision making begins with establishing objectives. The cycle that is depicted in Figure 4, 

thereby takes off with the aim of attaining those objectives. The following search involves 

screening the organisation’s internal and external environment in order to find information. 

This information then constructs those alternatives likely to reach the objectives. Then, by 

both formal and informal ways, the alternatives are evaluated and compared. The act of 

choice is thereafter made where one alternative is chosen and a course of action set. 

Thereafter comes the implementation. This is the point when the decision goes from being a 

conceptualisation into an operational practice. The final function, follow-up and control, is 

intended to certify that the implemented decision has a result consistent with the objectives 

that ignited the process. (Harrison, 1996) 

The functions are highly interrelated and if the chosen course of action does not seem to 

create the sought after result, the decision maker has the option of redoing the interconnected 

sub processes. Those sub processes are: taking corrective action, revising objectives, and 

renewing search. (Harrison, 1996) 

The managerial decision making process is quite forgiving since the decision maker can 

always redo a function if the result of a decision is not satisfactory and can account for both 

formal and informal aspects. It also is less static than the rational decision making model and 

the analytic hierarchy process, which takes it closer to how decision making works in reality. 

Sometimes new information or changes in the environment will change the premises during 

the process, and the managerial decision making process can then quickly take this into 

account. The model is however quite simplified which demands a lot from the decision 

maker. 

The literature research all comes down to the fact that there is no single best way of making 

decisions, but instead “(…) leaders must learn how to involve the right people in the right way 

at the right time” (Schwarber, 2005, p.1087). 

Conceptual Framework 

The theories and models that have been presented throughout the literature chapter will here 

be thinned out to merely include the most appropriate ones to answer the research questions. 

The first research question ”At what organisational level are the decisions affecting 

operational processes made?” needs to be answered by investigating the organisational 

structure and appointed areas of responsibility. It is therefore essential to understand the 
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hierarchy of the organisation and what the employees at each level are liable for. The theory 

of the organisational structure as presented by Rollinson (2008) which has been declared will 

be helpful to build an understanding of this. Comparisons between the case and these 

dimensions will provide a good reference for better understanding of the structure of the 

company and its departments.  

The second research question “Why are certain operational decisions made at certain levels 

of the organisation?” can be answered by understanding how the company is practicing 

decision making. As Harrison (1996) points out: decision making is an intricate net of 

information and actions that does not always correspond in the most optimal way. The 

managerial decision making model takes this aspect more into account than the other models, 

and is therefore out of the three decision models the one closest to reality. Consequently, the 

managerial decision making process will be the most likely model to properly answer the 

second research question. By choosing this model as a base, the principle of parsimony is also 

applied since it suggests that “applying the simplest approach will address the research 

questions satisfactorily” (Hair, Babin, Money & Samouel, 2003, p. 57). 

The conceptual framework will connect the organisational structure as explained in 

(Rollinson, 2008) with the managerial decision making model as appearing in Harrison and 

Pelletier (2000). Since it is possible that the decision making activities in the managerial 

decision making model could be spread out over several levels in the organisation, it will be 

easier to grasp the ‘way’ of a decision by including the hierarchical structure in the study. The 

aim is to be able to put the main decision making activities from the managerial decision 

making model at the levels where they actually occur in the case and so be able to paint a 

picture of how a decision ‘travels’ through the hierarchy. The aspects of the conceptual 

framework will therefore regard the main actions in the managerial decision making model, 

and the organisational structure that connects them as is illustrated in Table 1. 

Table 1. The conceptual framework. 

Concepts Factors References 
Organisational structure  Hierarchy 

 Areas of responsibility 

Rollinson (2008) 

Decision making practice  Setting managerial objectives 

 Searching for alternatives 

 Comparing and evaluating 

alternatives 

 The act of choice 

 Implementing decisions 

 Follow up and control 

Harrison & Pelletier (2000) 
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3. Methodology 

This chapter illustrates how the research was conducted and why that specific method was 

chosen for the study. What will be discussed is in order: Research Purpose, Research 

Approach, Research Strategy, Data Collection Method, Sample Collection, Data Analysis, 

and finally Validity and Reliability. 

Research Purpose 

The purpose or purposes of a research governs both methodology and outline of a study 

(Cohen, Manion & Morrison, 2007). Purposes can be of three types: Exploratory, Descriptive, 

or Explanatory (Ruben & Babbie, 2013). 

The exploratory approach is characteristic for research regarding relatively unstudied areas or 

testing the feasibility of optional ways of researching something (Ruben & Babbie, 2013). 

Exploratory research usually seeks to lay a basic foundation of information from which more 

systematic and extensive research can be conducted (Neuman, 2003). When conducted well it 

can be extremely useful since it can reveal, for instance, consumer behaviours, needs, and 

opinions which can be used to create more suitable offers and products (Hair, Babin, Money 

& Samouel, 2003). The setback with exploratory studies is that they have a tendency to 

provide refutable answers to the research questions (Ruben & Babbie, 2013). 

The descriptive purpose is suitable when trying to describe a situation, occurrence (Ruben & 

Babbie, 2013), relationship, or social setting (Neuman, 2003). Seasonal trend is one example 

of what can be examined and revealed using descriptive studies which often provide 

confirmatory results (Ruben & Babbie, 2013). It cannot however explain a causal relationship 

(ibid.). 

The final purpose, the explanatory, is used when wanting to find out causal relationships 

(Hair, Babin, Money & Samouel, 2003). It is useful when trying to understand the reason 

something happens due to something else (Neuman, 2003) but one has to be very careful 

when drawing conclusions (Hair, Babin, Money & Samouel, 2003). 

The three approaches can be used separately or combined for both qualitative and quantitative 

research – in a mixture or alone (Ruben & Babbie, 2013). 

This thesis will have a mixed approach of exploratory and descriptive purpose since the aim is 

to answer why operational decisions are made at specific levels and reveal the path and stages 

of a decision through a hierarchy, and not try to establish any causal relationships. 
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Research Approach 

There are two approaches to research and can be of qualitative or quantitative form, though 

they can also exist in a mixture together (Creswell, 2003). The qualitative methods answers to 

the questions ‘how’ and ’why’ which is why smaller, more focused studies should be 

conducted to provide a better result (Baxter & Jack, 2008). It is also more suitable for case 

studies (ibid.). Quantitative methods instead have a more general character and can verify 

hypotheses through the amount of data (Bryman & Bell, 2005).  

The most suitable way of answering the research questions is by conducting interviews with 

the central people at the different levels of the organisation. This way of action would most 

likely provide a more accurate answer to why the operational decisions are made at certain 

levels and could help in pinpointing where the decisions, conceptually speaking, change 

shape. This study is therefore of qualitative nature. 

Research Strategy 

According to Yin (2008) there are five ways to go about when conducting a research: 

Experiment, Survey, Archival Analysis, History, and Case Study. These methods then depend 

on the context to which the research is set and how the research questions are asked. Table 2 

demonstrates this relationship. 

Table 2. Appropriate research methods depending on situation. 

 

Source: Yin, 2008, p. 8. 
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This study aims to answer questions put in a ‘what’ and ‘why’ manner, does not require any 

control of behavioural events and focuses on contemporary events. One could argue that since 

the first research question is asked in a ‘what’ manner it would indicate a survey or an 

archival or analysis in order to answer it, but considering what the question is aiming to find 

out it seems illogical and overcomplicated to find it out through any of these ways. Since 

there is also just focus on one sample (hotel chain) it will suffice to simply conduct a case 

study which also goes in accordance with how the second research question is asked. 

Data Collection Method 

Data can be collected through: Documentation, Archival Records, Interviews, Direct 

Observations, Participant Observation, and Physical Artefacts (Yin, 1994). An overview of 

each data collection method is presented in Table 3. 

Table 3. Strengths and weaknesses to the six methods of data collection. 

Source of Evidence Strengths Weaknesses 
Documentation  Stable: can be reviewed 

repeatedly 

 Unobtrusive: not created as a 

result of the case 

 Exact: contains exact names, 

references, and details of an 

event 

 Broad coverage: long span of 

time, many events, and many 

settings 

 Retrievability: can be low 

 Biased selectivity: if 

collection is incomplete 

 Reporting bias: reflects 

(unknown) bias of author 

 Access: may be deliberately 

blocked 

Archival Records  (Same as above for 

documentation) 

 Precise and quantitative 

 (Same as above for 

documentation) 

 Accessibility due to privacy 

reasons 

Interviews  Targeted: focuses directly on 

case study topic 

 Insightful: provides 

perceived casual inferences 

 Bias due to poorly 

constructed questionnaires 

 Response bias 

 Inaccurate due to poor recall 

 Reflexivity: interviewee 

gives what interviewer wants 

to hear 

Direct Observations  Reality: covers events in real 

time 

 Contextual: covers context of 

event 

 Time consuming 

 Selectivity (unless broad 

coverage) 

 Reflexivity: event may 

proceed differently because it 

is being observed 

 Cost: hours needed by 

human observers 

Participant Observations  (Same as for direct 

observations) 

 Insightful into inter-personal 

behaviour and motives 

 (Same as for direct 

observations) 

 Bias due to investigator’s 

manipulation of events 

Physical Artefacts  Insightful into cultural 

features 

 Insightful into technical 

operations 

 Selectivity 

 Availability 

 

Source: Adapted from Yin, 1994, p. 80. 
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Depending on the form of study and the research questions, the amount and type of data that 

needs to be collected in order to come to a conclusion varies (Hair, Babin, Money & Samouel, 

2003). ‘Triangulation’ is when using several methods of collecting data in order to enhance 

the validity of a study (Quinn Patton, 2002) and is constructed on the premise that “(…) no 

single method ever adequately solves the problem of rival causal factors. […] because each 

method reveals different aspects of empirical reality, multiple methods of observation must be 

employed” (Denzin, 2009, p. 26). 

In this case it will suffice to conduct interviews alongside looking at documentation that could 

indicate some evidence or pattern of what has been said and what is suspected. Since this 

study is a first attempt to map the transformation of a decision from the top of Choice Hotels 

down to a single front desk in the affiliate Comfort Hotels, a more overlooking approach can 

be taken. Not only will this study then reveal if further research would be desirable to more 

precisely map the transformation, or if it in fact would be a necessity. The interview 

questionnaire will have a lot of time put into it in order to make it as neutral as possible and 

the interviews will be of open ended-style and recorded with the intent to reduce the 

weaknesses of interviews as presented in Table 3. 

Documentation will be collected through sources of both informal and more formal sort – 

brochures, pamphlets, web page information, press releases, the annual report, and internal 

communications. It is important to remember how all the documentation is secondary data 

and most likely biased in the sense that it is written in a way which benefits the company. 

Being aware of this and by trying to view the information objectively will help reduce (but 

not exclude) the bias. Since the amount of information this method will generate is difficult to 

estimate, the main focus will be on the interviews. The documentation will mainly be used to 

strengthen or weaken what is said in the interviews, and fill in any gaps of data that the 

interviewees may have forgot to mention. 

Case Selection 

The choice of case must be a hotel chain of a sufficiently large size and rather established in 

order to have a structure and certain outspoken practices. The Nordic Choice Hotels is today 

the largest hotel company within the Nordic region in and around Scandinavia (Nordic Choice 

Hotels, 2011). It is therefore highly likely that the organisation has a clear structure and is 

aware of the decision making practices. The researcher also possesses a lot of basic 

knowledge regarding the front line processes in Comfort Hotels due to previously having 
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worked there. To choose the Nordic Choice Hotels will then ease most parts of the 

information search since the people who to contact already are identified and more likely to 

aid the research than people never having met before in another chain. The likelihood of them 

trusting the researcher with documentation is also higher. 

Sample Selection 

Sample selection for a qualitative study can be of more or less planned manner. Purposive 

sampling is collecting information in a deliberate style (Yin, 2011). The researcher has a good 

hunch on where to look for the needed information due to the previously mentioned work 

experience and can therefore easily target those units that can provide it. The downside of this 

method is that the research can lack input from other perspectives (Yin, 2011). 

Other sampling styles can be more accidental and unsystematic. Convenience sampling for 

one is choosing those data units that are conveniently accessed and gathered. The problem 

here regards the bias the information may contain, and the likelihood of incompleteness. 

Snowball sampling is when the researcher collects data from sources revealed during the 

sampling from another method. It can provide an excellent lead of obtaining purposeful 

information, but should not be done out of convenience.  Random sampling is when the 

researcher selects a statistically distinct sample out of a known population of units and is 

useful if the study is aiming to generalise the findings onto the entire population. It is however 

quite rare to find this type of samples in a qualitative research since it is mostly irrelevant. 

(Yin, 2011) 

The sample selection of this study is mainly a purposive sampling in order to obtain the 

necessary data needed for the study. The three persons to interview have been carefully 

chosen in this manner at three levels in the organisation to provide different input and aspects 

due to their position and job assignments. It is most likely that some form of snowball 

sampling will take part if the interviewees mention something interesting that may enrich the 

study. This is nothing that should be counted on, but merely a possible opportunity that will 

be utilised if given. 

Convenience sampling will be applied once the interviews have been made to have a better 

idea of what to look for and avoid much of the incompleteness that lurks if merely this 

method is used. It will also fill in any informational gaps and may prove to be a way to 

confirm what the interviewees have said. 
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Data Analysis 

One of the major backsides of conducting a qualitative research is the fact that it quickly 

generates a massive amount of data which has to be sifted through (Bryman & Bell, 2005). 

Analysing qualitative data is generally done through five phases: Compiling, Disassembling, 

Reassembling, Interpreting, and Concluding (Yin, 2011). The first stage basically means 

putting the assembled data in some form of order. The second phase breaks down the data into 

more manageable parts which one can be required to redo several times. The third stage, 

reassembling, puts the pieces together in a more comprehensive way while the fourth step 

refers to creating an understanding of them. In the final stage the conclusion is drawn. (Yin, 

2011) This method of data processing will be utilised and presented in the final two chapters. 

To in advance have prepared some kind of framework for interpretation might help facilitate 

the process of identifying patterns. The interview questions have been given a letter, A or B, 

which represents research question A and research question B. For instance, if the question is 

believed to provide clues to answer research question A, the letter ‘A’ have been written 

down after the interview question. This is something the interviewees will not see though. 

For the documentation, this approach is unmanageable since it is difficult to know in advance 

what information will be found. This procedure will therefore be done after the three 

interviews and fill any gaps. It will also work as a validation tool to strengthen information 

acquired from the interviews. 

By also gradually going through the material as it accumulates will ease the process of 

analysing the data. 

Validity and Reliability 

Validity regards what is measured (Bjereld, Demker & Hinnfors, 2009). It runs down in a 

judgement of whether the conclusions made are relevant and valid from the study (Bryman & 

Bell, 2005). Reliability concerns how it is measured (Bjereld, Demker & Hinnfors, 2009) and 

regards the consistency and stability in results if the study would be remade (Bryman & Bell, 

2005). 

The main types of validity are: measurement validity, internal validity, external validity, and 

ecological validity. Measurement validity mainly applies to quantitative studies and research 

regarding social scientific notions. It essentially has to do with whether a tool or measure that 

is invented for a concept actually does reflect what it is supposed to be indicating. The 
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internal validity regards causal relationships, questioning the relationship between two 

variables. External validity regards how applicable the results from a research are outside the 

context. Ecological validity basically concerns the usefulness of the results of social scientific 

findings. If they are not applicable into people’s natural environment, the worth of the study 

becomes rather limited. (Bryman, 2012) 

Reliability is mainly an issue in quantitative studies and has three main factors that need to be 

considered when judging a measure reliable: stability, internal reliability, and internal 

consistency reliability. The stability regards whether the measure over time will remain stable 

and not too fluctuant. The internal reliability concerns whether the scale or index used are 

dependable and consequential. Finally, the internal consistency reliability regards the 

subjectivity that may slink into the judgements. (Bryman & Bell, 2005) 

To ensure high reliability of this study, the managerial decision making model will be 

followed in construction of the interview questions. The same interview questions will be 

asked to all interviewees and the questions asked will be quite comprehensive to minimise the 

influence of the interviewer’s thoughts and encourage them to give examples. As mentioned 

earlier, the documentation gathering will mainly take place subsequently to the interviews. 

This is partly to validate what have been found out during the interviews, and partly to give a 

hunch of what should be looked for in the supposedly vast amount of documents. The 

interviews will be recorded and constructed in a way that let the interviewee have a lot of 

freedom to talk. The interviews will all be conducted in Swedish and the answers will later on 

be translated into English. 

As mentioned, the documentation gathering will first and foremost be a supportive action that 

will help in validating or questioning what has already been found out during the interviews. 

What will be imperative to remember is the unknown degree of bias that is built into the 

information, and one should therefore be alert and continuously question the purpose of the 

documents. 

The measurement validity is not of great concern in this study. The managerial decision 

making process has been scrutinised and revised (Harrison, 1996; Harrison & Pelletier, 2000) 

and the model encloses one step that basically answers the first research question. The internal 

validity is believed to be high due to the choice of interviewees who are all managers at 

different levels in the organisation. The external validity is believed to be high. There is no 

reason why this study would not be applicable to another hotel or another industry even. The 
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ecological validity is also high since the findings could help the corporation become more 

efficient with its resources and is very much connected to the daily activities of the company. 

The stability of the study is expected to be high. The examples might and probably will 

change over time, but the way decisions are made probably will not change in the near future. 

The internal reliability is also expected to be relatively high since the study is based on a 

model which have been scrutinised, and since the interview questions will be the same for all 

interviewees. The internal consistency reliability could become a problem if not weary of it. It 

will probably be impossible to reduce all the bias that automatically becomes built into every 

part of this study, but being aware of the fact can help in reducing it. 
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4. Empirical Data 

This chapter will begin by first presenting a brief background about the case and a brief 

presentation of the interviewees. Thereafter the data which has been collected in order to 

answer the research questions will be presented. The collected data will be presented in an 

order following the conceptual framework starting with the organisational structure followed 

by the managerial decision making model. Lastly a demonstrative example will be presented 

as to more apparently visualise the stages and the ‘way’ of a decision. 

Nordic Choice Hotels and Comfort Hotels 

In 1994 Nordic Choice Hotels signed a franchise with Choice Hotels International and were 

thereby given the rights to utilise and market its three brands: Comfort Hotels, Quality Hotels, 

and Clarion Hotels. In 1997 Nordic Choice Hotels was listed on the stock exchange (Nordic 

Choice Hotels, n.d.
1
). 

The Norwegian based chain has more than 160 hotels and circa 10 000 employees and the 

Nordic Choice Hotels lodges around 7.5 million guests each year. It has six independent 

chains whereas five are within the business concept that target three types of travellers: leisure 

travellers, business travellers, and conference arrangers (Nordic Choice Hotels, n.d.
2
). These 

differentiated target areas have resulted in three classes of hotels that have three different 

main focuses. 

Comfort Hotel is focused on meeting the contemporary traveller’s needs – no more, no less 

(Nordic Choice Hotels, 2011). The description of Comfort Hotels on the homepage is: 

“Good hotels in good locations at a good price. We could have stopped here, but we 

have more to say. Urban, accessible, timely, low profile, high efficiency, all packed 

together in a good deal. You get everything you need, and we have dropped some of 

the things you do not need. Simple and easy!” (Nordic Choice Hotels, n.d.
3
) 

This has been interpreted to mean that a lot of resources have been put to make the hotels 

accessible, efficient, and modern without unnecessary extravagance. This strategy is well 

visible through the actions and decisions Comfort Hotels are making. For instance, the self-

automated check ins and check outs reflect the efficiency part of the strategy (Nordic Choice 

Hotels, 2011), the free wireless internet the modernity, and the simple, yet youthful, interior 

creates the desired unostentatious atmosphere (www.nordicchoicehotels.com). 

http://www.nordicchoicehotels.com/
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Comfort Hotels is the economical choice out of the three ‘classes’, but which still aims to 

supply its guests with the basic necessities most people today are used to. Convenience is 

something that is perpetually emphasised throughout the entire structure and strategy. 

With such a clear target market and much evidence of actions that work in agreement with the 

strategy, there is reason to believe that the processes developed have been very thoroughly 

planned to achieve this strategic coordination. It is therefore a reasonable choice of 

organisation for this case study. 

Brief Presentation of the Interviewees 

The interviewees all work at Comfort Hotels in different positions. From the top and down 

their titles are: Director of property development, General manager, and Hotel manager. The 

interviews were all made in person. 

Research Question 1 

At what organisational level are the decisions affecting operational processes made? 

This section aims to provide the data which brings up aspects and information about the 

organisational structure and the interviewees areas of responsibilities. To make it easier to see 

who said what in the interviews, the interviewees’ answers will be separated and also the 

documentation will have its own section. 

Organisational Structure from Interviews 

Director of property development: He mentions how there are both hierarchies within the 

individual hotels as well as between them in how they connect to the rest of the organisation. 

His main undertaking regards handling renovations, investments, and the “hardware” of 

Comfort Hotels. He explains how it is important to understand how the receptionists’ work so 

that it is possible from the beginning to build a reception area that is fully functional. That 

includes everything from making sure the staff toilets are not too far from the reception to 

choosing furniture that ease the cleaning processes. The interviewee has previous experience 

from lower levels of the hierarchy, and he mentions how this has a positive impact on his 

current job. When asked which parts of the managerial decision making process he takes part 

in, the interviewee answers that he is part of all activities to some extent. He is not involved in 

every single, tiny decision, but that he still has responsibility of the implementation of them, 

and in those cases he mainly relies on a general manager. 
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General manager: He mentions how he thinks the organisation within Comfort Hotel is quite 

flat with a traditional hierarchy. He explains how each hotel is its own stock corporation with 

individual presidents. In the top of the hierarchy there is there is one president for the brand, 

one director of operations who handles operations in Norway and Sweden, one person who 

works solely with concepts and another who works with development, one who handles 

franchises, and one who handles business arrangements. Lower down, the structure depends 

much on the size of the hotel – a larger hotel has more delegated areas of responsibility than a 

smaller. A larger can have a general manager, a hotel manager, and a reception manager plus 

many separate support functions like financial areas, while smaller hotels usually have fewer 

separate divisions. 

Within the hierarchy each group have their own decision making processes and depending on 

the decision it reaches different levels of the hierarchy. Depending on how high in the 

hierarchy you must go to get the decision approved depends on the character and size of the 

decision. Usually every level is involved in some sort of goal setting but is then given some 

free hands to make it happen. The responsibility and liability increases the further up in the 

hierarchy one gets, but some free hands are given so that not every decision has to travel 

upwards. The decision process can also look a bit different depending on the type of decision 

and so for that reason does not always include every level. He mentions how he is usually part 

in setting managerial objectives and the follow up and control-parts, but sometimes he can be 

a part of every activity in the managerial decision making process. Changes that regard the 

entire chain can come from different support divisions – like changes within IT or markets. In 

those cases the information comes from those entities. Or the information goes in hierarchical 

order via the general manager and sometimes both. The hierarchical order within Comfort 

Hotels is from the top: Executive Vice President  Director of Operations  General 

Manager  Head of Department (as for the different areas and sections). 

The general manager’s main undertaking is to manage the hotel. Everything from assuring 

targets are met to making sure salaries are paid. Much of the examples given included having 

a good grasp of legal regulations and laws in general. All from concerning fire and alcohol to 

ensuring employee benefits are in order. He informs the departmental managers who in turn 

pass the message on to the employees below them. During the weekly meetings there is also 

opportunity to pass information on to both the departmental manager and the employees at the 

same time. He can also inform the support functions directly if it is something that merely 

regards them.  
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Hotel manager: She mentions how the organisational structure has its top in Oslo at the main 

office which handles entire Nordic Choice Hotels and below that are the affiliates Comfort 

Hotel, Quality Hotel, Quality Resort, Clarion Hotel, Clarion Collection, and Nordic Hotels 

and Resorts. 

Her main work assignment is the practical management of the hotel which includes 

everything from ordering stock to scheduling the staff. She does not take part in setting the 

long term goals of the company, but believes she only has to deal with the implementation of 

a decision and the follow up and control. 

The hotel manager finds out about changes via the general manager who is on the level above 

her. Also via the internal network which is the company’s own network which is used to post 

news and changes in order to quickly reach all hotels. 

Organisational Structure from Documentation 

Figure 5 shows in a clasping way the main functions within Nordic Choice Hotels. Financial 

services regards among else accounting, finances, and corporate governance. Shared services 

regard among else IT, purchasing, and properties project. Commercial services concern 

marketing, revenue and distribution, and sales. We Care is the corporate social responsibility 

program which also concern human resources. Below them are the different lines of hotel 

chains. (Nordic Choice Hotels, 2011) 

 

Figure 5. An apprehensive hierarchy of Nordic Choice Hotels. 

Source: Adapted from Nordic Choice Hotels, 2011. 
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Figure 6. Structure of Comfort Hotel Lithuania. 

Source: Comfort Hotel, in press. 

Figure 6 displays the bottom organisational structure of Comfort Hotel Lithuania (Comfort 

Hotel LT) in Vilnius which opened in August, 2012 (Comfort Hotel, in press). There is also a 

brief work description included of the general manager’s work: “This person has full 

responsibility to ensure that the company’s laws and legal instruments at any time were 

available to any interested person, and were updated by the latest versions that entered into 

force” (Comfort Hotel, in press, p. 14). 

There is also a paragraph about the responsibility for the given and received information: 

The company’s liability is to train you and provide the necessary information. 

Meanwhile, the employee shall oblige to process the information and to look for the 

sources of it. We will mention a few of them: hotel’s staff behavior guide, The Wall, 

meetings organized in the hotel, emails and the board in the dining room, where new 

information is constantly added. (Comfort Hotel, in press, p. 16) 
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Research Question 2 

Why are certain operational decisions made at certain levels of the organisation? 

This section will follow the main actions in the managerial decision making model as is 

displayed in the right side of the conceptual framework. Since it is likely that the interviewees 

may have different amounts of knowledge about the decision making process due to their 

different positions, the information will be presented in a way that well distinguishes their 

answers. When they have put emphasis on words, these have been written in capital letters. 

Setting Managerial Objectives 

Director of property development: The financial goals of Comfort Hotels are based on reports 

and regulated centrally with direct consideration to the strategy and goals of entire Nordic 

Choice Hotels. Decisions regarding these goals are decided in the top of the hierarchy and 

then travel down. Goals regarding branding (design of hotel, uniforms, and staff manners for 

instance) are also set in the top of the company hierarchy since they are intended to define 

Comfort Hotels and create a more monolithic impression. 

Larger decisions that regard the entire chain are generally made in the top of the company 

hierarchy while goals regarding the front offices – for instance revenue and staff well-being, 

most often involve a general manager. 

A heavy reliance when it comes to choosing goals is based on the Nordic Choice People 

Survey (NCPS) which is a survey for employees that is conducted once a year. The NCPS 

contains about 100 questions that regard the work climate and employee well-being both in 

each hotel and within the chain as a whole.  

The main goals are obviously important, but also the way everything is connected to them. 

Environmental goals and personnel goals, for instance, must be linked to the financial goals. 

General manager: The organisation does not set its goals from budgets any more, but use a 

system of prognoses instead. When conducting a prognosis in the end of one year with 

prospects of the next, the foundation is laid to how the upcoming year is believed to become. 

The goals are thereafter set from a number of key performance indicators which the general 

manager together with his boss set. These goals regard among else revenue, profit, and guest 

delights. The general manager consults his boss while setting these and his boss thereafter 

clears them together with the executive vice president for Comfort Hotels. He gives an 

example of how a renovation could have a large impact on how the goals are set. It is his job 
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to inform his boss of what is going on at the hotel and a renovation causes the goals to be 

lowered during this period. It would be illogical to have the same expectations as when no 

renovation is going on, just as the goals can be expected to be higher after the renovation is 

finished. 

The interviewee also explains how the hotel business provides a service in where large orders 

can come in very late and which is why the prognoses are made so frequently and why the 

forward planning is not far ahead. Impacts can be of both positive and negative nature, for 

instance a large festival that was planned can get cancelled or rescheduled or accidents that 

have a large effect on the town in which the hotel is located occurs, or maybe a big competitor 

launches or shuts down a large hotel nearby. 

The dialogue between the general manager and the director of operations is very important in 

the sense that it allows for input which the interviewee thinks help makes the goals more 

realistic and “good”. When the year goals are set they are final, and after that point they do 

not change them. 

Hotel manager: The main goals come from above in the hierarchy and many are quite 

unspecified regarding the manner in which they should be reached. This is instead organised 

without the main office involved. Each hotel are allowed and obliged to set some goals 

themselves as well. Those goals can be all from selling a certain number of rooms during a 

time period or to be classified as one of the top three hotels in the market. Many of those 

goals are set with a respect to a prognosis, for instance what revenue will be made from the 

expected number of rooms to be sold within the next year. These are thereafter sent in to the 

main office to get them approved. Obviously, ANY goal could not be set – it has to be 

reasonable and attainable and the head office also has their ideas of what they think could be 

achieved. Meeting this prognosis is the main goal for the hotel. 

The long term goals tend to be quite static while smaller goals are more often adjusted and 

changed. 

Searching for alternatives 

Director of property development: Generally, employees at the operational level are 

encouraged to come up with different alternatives of action regarding something the central 

office wants input on. 
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General manager: By trying to have a close contact with the commercial and industrial life 

and the surrounding environment, as well as keeping a close eye on competitors, different 

opportunities and threats are discovered. How must the hotel and the chain then change and 

adjust to be able to still be attractive is a good question and should be asked frequently. One 

could say it is an ongoing contemporary social and environmental analysis that is being 

conducted through many ways – the main one being interacting with customers, guests, 

suppliers, and clients. This is therefore done all over the company which results in everyone 

having different scopes and therefore will generate different aspectual inputs. 

Hotel manager: The front line staff is the primary entity that notices if anything is not 

functioning and a change must be made. The personnel then inform one or several of the 

levels above in the hierarchy. The interviewee likes this way of dealing with eventual 

problems since the company then involves the staff. This, however, usually regards smaller 

and rather practical issues that are brought to light first when they do not work. Also, they do 

not always travel to the top in the organisation hierarchy depending on the character of the 

problem. 

Comparing and evaluating alternatives 

Director of property development: Cost considerations have the largest impact on why an 

alternative course of action is chosen. However, security aspects can also play in depending 

on what a decision regards (which the free internet-example in the next section will illustrate). 

Basically, benefits and gains are put up against disadvantages and costs. 

General manager: Sometimes, there is not much of an evaluation made before choosing one 

alternative. In order to perhaps save time, a quick decision is made. If it then does not work 

out as hoped, corrective actions are taken to ensure it gets improved. It is therefore a bit of 

trial and error at times. This way of ‘evaluating’ and choosing one alternative is mainly used 

for smaller, less expensive decisions. For strategically larger decisions there is usually some 

kind of structured plan and calculations involved. Calculations can be made for smaller 

decisions as well, but it depends on the character of the decision if it is considered necessary. 

A risk evaluation is usually made and alternatives can also be evaluated via discussions and 

meetings with different support functions. 

Evaluations regard costs, expected revenue from the investment, customer satisfaction and 

eventual downsides of NOT going through with an investment. An example of this is the 
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question whether the hotel will lose a certain guest if the investment is not made. A recurring 

question in those cases is therefore: need we do this in order to keep our guests happy, or is 

this a necessity to simply keep them?  

Hotel manager: Comparing and evaluating alternatives is nothing this interviewee takes part 

of or has much knowledge of. 

The act of choice 

Director of property development: The alternative that gets chosen is the one that seems most 

appropriate after having evaluated the different ones. 

General manager: After considering the different risks, costs, and eventual benefits that are 

involved, they make a decision on whether a decision appears to be sensible. Sometimes 

though, as explained, a choice is just made without much consideration in order to save time. 

The interviewee further explains how important it is to make sure any reconsidered 

investments or changes in the end have a positive effect on the guests. In any other case, the 

investment should most likely not be made. 

Hotel manager: The interviewee assumes that the alternative that best fits in with the demands 

regarding finances and function is chosen. Depending on what the decision regards it could 

either be made at the hotel, in the main office in Oslo, or somewhere in between. 

Implementing decisions 

Director of property development: For larger decisions that concern the entire chain, the 

decision goes from the top of the company and down. That means a decision goes from the 

group executive board via the director of operations to the general manager to the reception 

manager who informs the receptionists at their specific hotel. There is a heavy reliance on the 

general managers to implement decisions that are of smaller scale. Sometimes the e-learning 

computer programme is used as well. 

General manager: Usually a decision gets implemented via the department the decision 

regards. That particular manager and his or her employees are then responsible for realising 

the decision. It depends on what it is though, and the amplitude of it. They could need 

practical help and approval with orders and the like which then cause more people to get 

involved. It could also include people from outside the company that needs to be granted for a 
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certain decision – a great example of that is of a renovation of a hotel rented from a property 

owner. 

Hotel manager: She says her primary role regarding implementing decisions are very 

practical and more aimed towards ensuring that the front line staff knows what the goal is and 

what is going to be done to reach it. 

Follow up and control 

Director of property development: It is a sought after goal to have such an open work climate 

that feedback can be given straight away, but there are both formal and informal options of 

providing feedback within Nordic Choice Hotels and Comfort Hotels. The informal ways 

basically is when a person approaches another – usually face to face or via email or phone. 

The formal ways are to provide feedback through the designated methods – for the 

employees, performance reviews and the NCPS are used. For the guests, Loopon is the 

primary designated feedback option. [In order to clarify to the reader what Loopon is, a brief 

description is included – this is however nothing the interviewee said. Loopon is a company 

that focuses on providing guest feedback systems for the hospitality industry (Loopon AB, 

n.d.). It works as follows: after a guest has stayed at a hotel an email with a short survey will 

be sent out asking for the guest’s opinion regarding certain factors which is then provided in 

a summarised presentation to each hotel (ibid.).] The feedback provided via Loopon is taken 

care of by each hotel and if there is a problem it is the general manager that has the main 

responsibility to sort it out. Feedback comes from different directions depending on who is 

providing the feedback and what it regards. A guest can for instance provide feedback to the 

central office regarding something that happened at a specific hotel, and in those cases the 

hotel finds out from above in the hierarchy. A guest can also provide feedback directly to the 

front desk in which case the hotel finds out straight away. The information these methods 

yield are used as a guide to implement follow up. 

A control function Nordic Choice Hotels uses is something called ‘Quality Assurance’. This 

basically means making sure everything is up to the desired standard at the hotel. Practically 

this means that a couple of people travel around to the different hotels and inspect them 

according to specific standards. This includes: the cleaning, making sure everything regarding 

the brand that should be in the reception area are there, and assuring that the necessary 

processes that the reception should do are being done – an example is the security round that 

has to be done regularly. Also local controls are exercised regularly. 
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A decision takes the explained ‘way’ (group executive board  director of operations  

general manager  reception manager  receptionist) in order to make sure everyone gets 

the information and also to make sure everyone are on the same page. It so ensures that every 

hotel goes through with the change despite the fact that they might dislike it for some reason – 

due to costs or something else. The dialogue between these levels and the feedback given by 

them are valuable in this sense. An example of how information travels down through the 

hierarchy is regarding a new implementation of an ethical framework that is going to be 

introduced to all hotels. The main office managers have received an education regarding this, 

which they thereafter will pass on to the general managers who in turn passes the information 

on to each hotel manager who in turn passes it on to the departments and so on all the way 

down to each and every employee. The use for this system mainly regards keeping costs 

down. 

The brand manual could also be seen as one way of control as to ensure that the image of 

Comfort Hotel is abided. 

General manager: A decision which is implemented is mainly controlled through follow up 

which concern guest input from Loopon and cross referencing with key figures – for instance 

making sure the revenues that were expected and sought after are actually met, or that the 

coveted customer segment actually is properly reached. There are then evaluations made 

simultaneously as the decision gets implemented to make sure everything is going in the right 

direction. 

The follow up depends on what question it regards. Certain things are supposed to look a 

certain way due to the Comfort Hotels brand, and even if some of those demands are not 

particularly visible to the guests, they need to look a certain way. That kind of follow up is 

very much dependant on regular and sporadic checks to make sure that a certain process is 

done the same way regardless of who performs it. The prognoses are also an aid to how the 

hotel is doing in reaching the goals. 

The weekly meetings at the local hotel is a good way to provide feedback and pass on 

information downward. He mentions how it is important to be perceptive of what the 

receptionists say that guests have noticed. And to cross check that critique with the other 

feedback methods. If the same thing is mentioned over and over, it gives a strong indication 

that a change needs to be done about something. 
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Corrective actions are done constantly. And especially when changes regarding the front line 

processes have resulted in a change of how the process is performed this is important to 

ensure the employees do it in the correct manner. A corrective action could be that the front 

line staff notices how there is always a queue to the coffee machine due to its location, and to 

then place it somewhere else to avert queue building. In the hotel and restaurant industry there 

are a massive number of details that needs to be coordinated to create a flow through the 

entire service and this is what creates a good service experience. To then have all employees 

being able to spot when a process is not right is important. 

Whether someone is performing a process correct or not is something he finds out through 

colleagues and what he himself notices from inspecting the different physical areas. Reasons 

for why employees do not perform a process correctly is probably either because they do not 

know how to, or they want to do it their own way. Control functions like mystery guests are a 

tool that is used to better control the quality. They focus both on behaviour of the staff and 

take into account certain physical aspects as well. Manuals that explain how rooms are 

supposed to look, how the staff is supposed to look and act also exist. Far from everything is 

described though.  

To ensure that a process is working, ways to measure its output is introduced and these are 

usually done through computer programs or reports like Loopon, mystery guest, quality 

assurance, and manuals. Many of those are quality assurance systems, but also regards the 

cooperative environment and financial systems. If something can be measured it can more 

easily be followed up. Some aspects that are difficult to measure and grade, are intangible and 

could create a somewhat illusive picture if measured badly or sometimes if it just attempted to 

be measured. Examples of this are the overall mood among the employees, their teamwork, 

any eventual conflicts and so on. The managers then need to have an eye for these kinds of 

things. 

Hotel manager: The goal setting was changed to be based on prognoses because it became 

less static and could better be adjusted to changes along the way. This is a lot more functional 

since you sometimes notice how far off you may have been in the beginning when setting the 

goal. These adjustments can be done on a regular basis – for instance once a week or once a 

month and provides better control of the goals and better follow up. The goals are written 

down in the internal network and as those targets and sub targets are met, they get filled in. 
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The hotel manager also explains how she supervises the staff in order to make sure an 

implemented decision is executed in the correct way and makes adjustments if it is not. This is 

noticeable to her in both the matter of physically noticing when something is off, and through 

the different facilities which hold goals and provide measures used at the hotel, for instance 

the internal network, the programme for the climate analysis, and the marketing plan. Also 

internal contests and competitions can give evidence of whether somebody is doing their job 

properly or not. 

Selling strategies might be changed if external environmental changes occur that heavily 

influence the hotel. If demand gets higher for rooms it may have the impact of hiring more 

people or even expanding the hotel. It usually takes time before any changes due to this are 

made though. 

The NCPS provides a lot of feedback which the follow-up is based on. The interviewee 

believes it is a valid source for information since the participants are anonymous and therefore 

more likely to give honest answers. 

The documentation show, besides mentioning the Loopon survey, an additional way of how 

the company receives feedback: via TripAdvisor (Comfort Hotel, in press). The following is 

stated: 

We trully [sic] care if we reach the goals, that’s why we constantly collect reviews on 

received services and the hotel of our hotel guests. We encourage the guests to visit 

TripAdvisor website and leave reviews about their experience at our hotel. It is the 

necessary condition for our development. Nordic Choice Hotels also use the Loopon 

guests surveys. We send questions by email to the guests that stayed at our hotel and 

we ask to answer them. (Comfort Hotel, in press, p. 12) 

The following regards feedback from within the company: 

To improve the working environment constantly, it is necessary to assess it and 

prevent the development of emerged problems. At least once a year each employee is 

required to talk to the person whom he/she is directly responsible to.  

Every year in order to assess the employees and working environment relation, the 

company performs NCPS, Nordic Choice People Survey. The company also regularly 

performs assessments of physical working environment (ergonomics, equipment, 

chemicals, dust, cigarette smoke and other ).  

The Director always informs the Labor Inspectorate about serious injuries, damages / 

violations that are registered in the company and can repeat. (Comfort Hotel, in press, 

p. 16) 
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The next section describes how this information together with employee critiques thereafter is 

handled: 

All the information received from the hotel guests and employees is analyzed and 

discussed during the meetings of the hotel directors. Department managers are obliged 

to inform their employees about their performance. The employees discuss these 

results at their meeting, they also discuss what measures should be taken in order to 

eliminate the drawbacks. (Comfort Hotel, in press, pp. 12-13) 

There is also a section regarding safety controls: 

To ensure a safe working environment at Comfort Hotel LT we use internal control 

system (IC system) for health and safety in the workplace. IC system is the part of our 

quality assurance system. A safe working environment must be assured for Comfort 

Hotel LT staff, problems must be dealt with immediately. 

The duty of every hotel’s employee is to contribute to the safe work environment. We 

are all obliged to immediately inform the person whom we are directly responsible 

about health and safety risk for coworkers [sic] or hotel’s guests.   

The staff must individually contribute for implementation of measures for safe and 

health work environment and to participate in the organized environment protection 

activities. (Comfort Hotel, in press, p. 14) 

Another follow up system is mentioned in the ethical framework recently released called 

“whistleblowing” (Nordic Choice Hotels, 2013). This is explained to mean that every 

employee has a responsibility to report any irregularities and to report them to the person who 

easiest can do something about it (ibid.).  

One aspect that has come up in the interviews, even though not initially asked about, is 

rewards. Different types of incentives are used in order to motivate all levels in the company. 

It is common for the individual hotels to offer some kind of reward to its staff to motivate 

them to reach a certain goal. 

The Decision Process of Implementing Free Internet at the Hotels 

This section will provide an example of how a decision that very much regards the operational 

level has been made within Nordic Choice Hotels and Comfort Hotels. The decision regards 

the implementation of free internet vouchers in 2006-2007 that the receptionists hand out to 

all hotel guests. The following text is presented as a summary of the data that has been 

collected in order to better describe the ‘way’ the decision took. 
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Nordic Choice Hotels previously did offer internet, but the guests had to pay for it. The 

initiation of this decision process may have (it was not fully confirmed) come from the 

operational level. One interviewee did however say this was very likely the case. The same 

interviewee even gave an example of why it was plausible: the receptionists may have started 

to think it was getting awkward to charge regular guests for this service and therefore made a 

comment about it upwards in the hierarchy. The other two interviewees said how it is likely 

due to hearing the guests wishing for the internet to be free. Both gave the example of how the 

guests probably had noticed that other hotel chains offered it for free and were disappointed 

when they had to pay while staying at a Nordic Choice Hotel. 

Despite the slight insecurity of where the decision process was ignited, strong evidence point 

toward it being initiated in the bottom of the hierarchy. When the idea thereafter reached the 

group executive board it was recognised as a step in the right direction and in accordance with 

the strategy. One interviewee mentions how the fact that the technology had evolved so much 

around the wireless internet machinery and also enabling it to cover larger spaces than it had 

made it practically easier to implement. It was also a lot more common for companies these 

days to provide internet for its customers which also made it cheaper than it had been. The 

interviewees believed these aspects played in on going through with the proposed alternative. 

When these advantages were identified, procurement between three to five different 

companies able to supply internet took place. One interviewee mentions how this number of 

prospecting suppliers is standard for larger types of decision – as this is an example of since it 

regards the entire chain. It then became the purchasing department’s (on the Nordic Choice 

Hotels-level) mission to try to negotiate the cheapest possible price since the aim in this case 

is to provide completely free internet to the guests. One interviewee mentions how it is 

common for the organisation to run a test launch at a single hotel before implementing the 

alternative on full scale, but in this case since it was implemented at all hotels at the same 

time. Another interviewee mentioned how this was partly because the hotels already were 

equipped with the technology, and another because he believed time was of great importance. 

There were two main ideas of how the internet was going to be provided to the guests in the 

beginning. One alternative was to provide an open network which would be the simplest way 

to practically supply the service. However, due to an occurrence at a different hotel chain 

which had an open network this alternative was discarded. What had happened was that a 

guest who worked with a secret military operation had gotten his computer hacked via the 

open network he used. So due to this security aspect a solution with a locked network and 
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issuing temporary usernames and passwords to each guest was instead chosen. The free 

internet was therefore decided to be using the same system. One interviewee also believed it 

could have been that this ticket system was used due to preferences from the supplier. 

The hotel manager found out from the level above her that the implementation was happening 

and that Telia, which was the resulting choice after the evaluation, were coming to install the 

system. There were some problems with the network sometimes and the hotel then had to call 

the support and fix the problem. The hotel manager was not aware of why the alternative with 

the tickets were chosen – she only found out from the general manager that this was 

happening. 

Each hotel has to pay for their vouchers. This resulted in a control system being introduced at 

the hotel where the hotel manager works. Each ticket was number stamped in order to keep 

track on how many vouchers were given out and then crosscheck that count to how many 

Telia charged the hotel for. This was not something the main office demanded should be 

done, but rather an arrangement with the general manager and the financial manager. The 

control system was a bit flawed, though. The vouchers are valid for a long time, and if a guest 

did not use it, they could simply save it for next time which caused a difference between the 

hotel’s count and Telia’s count since it is not until the voucher is used that it gets charged for. 

This control system was therefore abandoned and the hotel solely relies on Telia’s count now. 

Now there is an even more convenient way of accessing internet and that is through the 

loyalty card the organisation offers. One interviewee said how he believes this is the future 

logon system to be able to access the internet, even though the vouchers still are immensely 

popular. 
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5. Data Analysis 

This chapter will compare the empirical data that was presented in the previous with the 

conceptual framework from chapter two. The data will be put together and displayed in a 

more visibly comprehensive way to more easily pinpoint the most important variables. The 

chapter will end by going more in depth into the example with the internet vouchers to better 

analyse what exactly is happening compared to what the theory claims. 

Indications for the Organisational Structure 

As Rollinson (2008) mentioned the most distinctive forms of an organisational structure are: 

Configuration, Centralisation, Specialisation, Formalisation, and Standardisation with their 

respective characteristics. To get a better grasp of what the data is indicating, a table has been 

created to see which of these characteristics are supported. As mentioned, an organisational 

structure does not necessarily have one thoroughgoing structure, but can merge several. To be 

able to answer the first research question it is imperative to understand which organisational 

type the company has, and therefore evidence from the empirical data will be presented in 

Table 4 in order to more clearly see which structure or structures are primary. If the empirical 

data supports the structure, the box is marked with a plus ( + ) and if it is not, a minus ( - ) is 

put. If evidence to some extent has been found the box is market with +/-. 

Table 4. Organisational structure cross referenced with the empirical data. 

Structure Interviews Documentation 

Configuration + + 

Centralisation + + 

Specialisation +/- +/- 

Formalisation +/- +/- 

Standardisation - - 

 

There was strong evidence for a horizontal differentiation both from the interviews and the 

documentation since it appears to be different types of groupings at all levels of the 

organisation. The most prominent groupings were the functional grouping, the product or 

service grouping, and the market or customer grouping. There was also strong evidence for 

vertical differentiation both through the interviews and the documentation. Strong evidence 

therefore exist that Nordic Choice Hotels and Comfort Hotels have a configuration structure. 
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Evidence was found regarding centralisation in both the interview material and the 

documentation. Centralisation regarded the locus or loci of the decision making and a clear 

pattern of degree of authority runs through the case’s organisation with the top holding the 

outmost of it. However, as each level is given some mandate of decision making authority, so 

it would be wrong to claim it is a fully centralised organisation. Instead the evidence points 

more towards a decentralised organisation even if is not all that either. 

Evidence of specialisation, which regarded the division of labour, exists to some extent. This 

is however a tricky dimension to get a hold of when it regards the hotel industry. Even though 

a hotel has many functions that could be counted to be on the same level and not even be 

particularly far off one another, they are so vastly different that even if the jobs do not 

demand a lot of specialised knowledge, the people performing them would not be able to 

change jobs with each other due to the difference in work tasks. It is therefore difficult to 

justify whether a receptionist, a chef and a cleaner can be called specialised since they cannot 

quite be compared to each other. 

Formalisation regarded the extent to which formalities and regulations manage the activities. 

There is some evidence for this both in the interviews and the documentation. There are rules 

that steer the staff’s actions when it comes to safety, but fewer that regard how the daily job 

should be performed. This does however seems to being more and more implemented – 

principally through the evidence found in the documentation but also from the interview with 

the director of property development. 

Standardisation considered the extent of circumstances in which formalities are used. At the 

moment however, there is not an excessive amount of red tape that govern the actions of the 

employees’ everyday work, but mainly regarding emergency situations and safety features. 

After comparing the different structure types with the empirical data, it seems Nordic Choice 

Hotels has a mixed structure built mainly on configuration and centralisation. This also stream 

down and affect Comfort Hotels in a very similar way with departments and authority in a top 

point which is held by the general manager. 

Indications for the Managerial Decision Making Process 

Table 5 will be used with the same grading system in order to make it clearer what the data 

collection has provided in terms of establishment for that particular action. In the case where 

no applicable data was found, N/A will be put. 
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Table 5. The main actions in the managerial decision making model cross referenced with the empirical data. 

Actions Interviews Documentation 

Setting managerial objectives + +/- 

Searching for alternatives + N/A 

Comparing and evaluating 

alternatives 
+ N/A 

The act of choice + N/A 

Implementing decisions + N/A 

Follow up and control + + 

 

Strong evidence for that the functions of the managerial decision making model are exercised 

at Nordic Choice Hotels down through Comfort Hotels have been found. All interviewees 

mention how there are many types of goals that have different span and magnitude, and that 

decisions therefore sometimes not always cover every action. 

Since the managerial decision making model does not only regard whether the actions take 

place, but also the order of them a separate matrix needs to be constructed for this purpose. 

Table 6 displays whether the data provides evidence for the order in which the model is 

constructed. Evidence in the interviews has been ambiguous in this sense. While strong 

evidence exists for the company’s decision making is occurring this way, the order of the 

actions tends to vary depending on the decision. The only action that could be argued to 

always be last is the follow up and control-action. If no decision has been taken, this action 

cannot be conducted. However, some of the goals mentioned in the interviews are built on the 

previous follow up, which then could be argued to be the igniting action for setting new goals. 

Table 6. The order of actions in the managerial decision making model cross referenced with the empirical data. 

Actions Order Interviews Documentation 

Setting managerial 

objectives 
1 +/- N/A 

Searching for 

alternatives 
2 +/- N/A 

Comparing and 

evaluating alternatives 
3 +/- N/A 

The act of choice 4 +/- N/A 

Implementing decisions 5 +/- N/A 

Follow up and control 6 + N/A 

 

Evaluating the Internet Example with the Theory 

In the internet example, it seems a proposition from the hierarchical ground level of 

implementing free internet was the igniting point for the decision making process. When the 
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proposition reached the group executive board, it seems they evaluated whether this proposal 

was a good idea or not. After establishing that offering free internet is a good idea (through 

the recognition of strategic fit, the technical developments regarding it, and the decreased 

cost), the group executive board set the goal of providing free internet. Thereafter the 

purchasing department began searching for alternatives on how to be able to provide it. No 

known revision of the objectives occurred before comparing and evaluating the alternatives. 

The purchasing department also negotiated price at this stage and had the demand of keeping 

the locked network-system for safety aspects. It is unclear whether this department or the 

board thereafter chose the best alternative – most likely was there a dialogue between the two 

entities and one could therefore argue that the board made the choice. The system was 

thereafter implemented in full scale without a test trial. The board of directors thereafter used 

the hierarchical order to inform each hotel that this implementation was happening. The 

implementation of any technical devices was outsourced, but the ordering of internet vouchers 

each hotel had to do – most likely this action took place somewhere between the hotel 

manager and the general manager. No renewed search was made. The only control used in 

this example was how the interviewed hotel manager number stamped the vouchers before 

handing them out. A specific follow up-system for this decision was not used, but any 

problems were either taken care of by each hotel which approached the supplier straight, and 

feedback went through the usual channels. 

No corrective actions were taken. The fact that it today is a new loyalty card-system 

introduced is not due to that the previous was flawed, but it is simply evolving just as the 

example went from charged internet to free internet. 

In this particular example, the managerial decision making process does not fit perfectly. 

According to the analysed data the order of events are as follows: 

1) Proposition: The decision making process starts with a proposition, not the goal 

setting. (It would also be wrong to call this the search for alternatives since no search 

is involved for finding out that the guests wants free internet.) 

2) Evaluation: The proposed decision is evaluated on whether or not to go through with 

it. 

3) Goal setting (or discarding): The evaluation results in the proposition seeming like 

good idea, and a goal of implementing it is set. If the evaluation instead would have 
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pointed towards the proposal being a bad idea, it would have been discarded (and that 

can also be considered a decision). 

4) Searching for alternatives: Offers from suppliers were searched. 

5) Comparing and evaluating alternatives: This action is a bit too fixed in the original 

model as in the example Nordic Choice Hotels already had the safety aspect as a 

demand and were also negotiating with price. A mere acceptance of one alternative is 

therefore not quite corresponding with Harrison and Pelletier’s (2000) model. 

6) The act of choice: This action fully agrees with Harrison and Pelletier’s (2000) model. 

7) Implementation: This action fully agrees with Harrison and Pelletier’s (2000) model. 

8) Control, and follow up: This action misses out on one important aspect – feedback. In 

order to follow up on something some kind of feedback needs to be given, and that 

feedback is usually given from the guests or the front line staff. 

9) Evolvement: This action is completely missing in Harrison and Pelletier’s (2000) 

model. It cannot quite be compared to the corrective action, since there is no 

correction made with the new loyalty card-system, but merely an update of the current 

system. 

When placing these identified events in the organisational hierarchy it would look: 
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Figure 7. The decision making process through the hierarchy. 

Since the evolvement supposedly could happen at any level of the organisation, this activity is 

not put into the chart. 
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7) Implementation 

8) Control and follow up 
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6. Findings and Conclusions 

The research questions from the first chapter will now be answered using the compared data 

from the previous chapter. The final two phases from the data analysis as mentioned in the 

methodology will here be presented. This chapter, and thesis, will finish by presenting 

implications for theory, implications for practitioners, further research, and limitations. 

Answering the First Research Question 

At what organisational level are the decisions affecting operational processes made? 

From the previous chapter the Nordic Choice Hotels appear to have a mixed organisational 

structure of mainly configuration and centralisation. The company is much divided into 

functions and has a hierarchy in which the authority increases the further up one goes, but also 

has rules that govern certain activities. It is difficult to determine whether it is a flat or tall 

organisation since individual hotels has their own hierarchies as well as being a part of the 

total hierarchy. One could say that it is a tall organisation at those times when it comes to 

implementing a top management decision on the operational level since it likely crosses five 

or more levels, while it could be considered a flat when decisions of a more routine nature are 

made.  

Practically every level in the company is affected by a larger decision intended to somehow 

affect the operational level. All departments however, are not. Smaller decisions coming from 

the operational level (which seems to be the source for most of them) will travel upwards to 

the level which has the appropriate authority. In this case, larger decisions are referred to as 

those which Harrison and Pelletier (2000, p. 464) mentions being “(…) non-routine and non-

recurring, with a lot of uncertainty inherent in the outcome” and smaller decisions as “(…) 

routine and recurring with a fairly certain outcome”. Since people on different levels and in 

different departments have different tasks they might only be taking part in a single action in 

the decision making process. If it regards a large decision, the group executive board is likely 

the one that grants or declines it being made. Decisions affecting the operational level are 

however made all over the chain with different magnitudes. 

Since the operational level have many facets to it, many different types of decisions are made 

regarding different aspects of it. Decisions regarding IT involve the Shared services-

department as the internet example showed. Other decisions might regard design of the front 
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desk which then instead might involve the Commercial services-department. If the decision 

instead regards the design of candle lanterns, it may be a decision which is considered to be 

too ‘unimportant’ for the Commercial services-department and then leave this decision to the 

hotel manager or general manager. 

To answer the first research question: Since the operational processes have so many different 

aspects, decisions concerning it are made over all levels and all departments. All departments 

and levels are however not involved in every decision. 

Answering the Second Research Question 

Why are certain operational decisions made at certain levels of the organisation? 

In order to make decisions as efficient and effective as possible, decisions only travel through 

those instances it regards. There is also an aspect of safety in why certain decisions regarding 

the operational level travel further up in the hierarchy than smaller ones. Since a large 

decision cannot be taken solely by, for instance, the hotel manager, there is less chance of 

making poor decisions on a large scale. Evidence in this study have shown that while smaller 

operational decisions could involve only a hotel manager and a janitor, larger decisions 

involve more people and more actions from the managerial decision making model. The 

internet example even gave evidence of more actions than what is actually described in the 

model. 

The internet example, which is considered being a large decision made, also brings up the 

important aspect of strategic fit. If the decision would not have been in line with the overall 

strategy, it would most likely not have been implemented. This concludes that the strategic fit 

of the process which the decision regards, is also a vital aspect in the decision making 

process. Since the lower levels are not too involved in the strategic planning, it therefore 

makes sense that decisions which much reflect the strategy is involving higher organisational 

levels. 

Evidence pointed towards larger decisions also being more carefully thought-out than smaller 

ones since more resources are put toward the decision process in those of larger magnitude. 

Larger operational changes which tend to cost more and take longer to implement therefore 

seem to be made, or at least involve, divisions higher up in the company hierarchy. 

To answer the second research question: Different aspects due to authority and areas of 

responsibility create different focuses – both on the separate levels and between the different 
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departments on all levels. Depending on the magnitude and scope of a decision, it takes 

different routes in order to make it as efficient and effective as possible. 

Implications for Theory 

Some implication was in this study hinted on regarding the magnitude of the decision: the 

larger significance for the strategy and revenue the decision has, the more levels and longer 

‘way’ it appears to take to get implemented. 

Implication for Practitioners 

The information this research brings along a clearer way of showing what the different levels 

and departments are responsible for – especially in the internet example. This can be 

extremely useful when hiring new people for these positions. 

It is advisable that companies have a clear decision making practice to make sure decisions 

does not take large detours or do unnecessary stops in order to make the decision making 

process more efficient. 

Implications for Further Research 

Finding out what makes a decision travel over more levels is one suggestion for further 

research which can state if the implication for theory is correct or not. 

It seems that more specific distinctions between the organisational structures are needed in 

order to separate them. It is difficult to know at exactly what point an organisation can be 

considered to have a specific structure since they usually are a mixture of several. Bringing 

clearness to this area will help managers become more aware of what structure their 

organisation has. It will so make it easier to identify the different benefits and consequences 

that automatically come with that particular structure, and so enable to befit certain processes 

in a more accommodating way to increase strengths and decrease weaknesses. 

Since the managerial decision making model was not quite as flexible as first believed, it 

could likely be better adapted or categorised into a narrower spectrum of decision making. It 

could be that this model is perfect for another type of industry or another type of company, 

since for a large, international hotel chain, it does not reach all the way. To therefore redo this 

research and apply it to other industries and companies is one example of further research. 

This research can also be redone several times to the same company to include more 

processes. It will then be easier to identify which education, experience, characteristics, and 
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traits a person preferably should have in order to assure a good fit for certain positions when 

hiring. 

Little emphasis has been put on how successful the Nordic Choice Hotels’ decision making 

practice is. This is an aspect which could be further researched. 

One thing that was thoroughgoing the interviews was how incentives was used in order to 

motivate the employees. No aspect of this is found in the managerial decision making model, 

but is still something that could have a large impact on the outcome of an implementation. 

More research regarding the motivators in decision making could be made. 

Limitations 

If more people could have been reached for interviews, the findings may have been slightly 

different or clearer on some points, for instance finding out exactly where the act of choice is 

made in the internet example. Also more documentation may have given more clues to some 

aspects. It could also have been a good idea to having contacted Telia and asked about the 

internet example and so get another point of view on the implementation. 

It may have been worthwhile to include more examples – one more extensive like the internet 

example, and another of lesser magnitude in order to spot differences more clearly. Then a 

focus on solely routine or solely complex decisions concerning the operational level could 

have made such an assessment more comparable. 
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Appendix 1 

English Interview Guide 

(Please remember that this guide includes the coding used for making sense of the collected data, and 

also that this was the original interview guide that the Swedish was translated from. The interviewees 

only saw the Swedish version.) 

Research Questions 

A. At what organisational level are the decisions affecting operational processes made?  

B. Why are certain operational decisions made at certain levels of the organisation?  

Interview Guide 

1. Can you please explain the organisational structure of the company? A. 

2. Who provides you with information regarding company changes? A. 

3. Who do you provide information regarding company changes to? A. 

4. What are your main responsibilities? A. B. 

5. How does the company set objectives? A. B. 

6. How are the objectives revised? B. 

7. How does the company come up with alternatives (inside and outside of the 

company) to reach the objectives? B. 

8. How are those alternative ways of action then evaluated? B. 

9. How does the company decide which alternative way of action to go for? B. 

10. How is then the chosen way of action implemented? A. B. 

11. If a new search for alternatives needs to be conducted, how is that search 

executed? B. 

12. How does the company ensure that the choice is implemented in the desired 

way? B. 

13. What type of follow-up is used after having implemented the choice? 

14. How does the feedback process work? B. 

15. If a corrective action must be taken, how does this happen? B. 

16. Could you give an example of a corrective action? B. 

17. Does the company use any facilities (digital or non-digital) to aid any of the 

processes in questions 5-15? B. 

18. Which of the parts in the decision-making process (questions 5-15) do you 

participate in? A. B. 

19. Can you please explain with regard to the decision making process (questions 5-

15) how the internet voucher distribution system came about? A. B. 

  



 
 

Appendix 2 

Swedish Interview Guide 

1. Kan du beskriva hur företagsstrukturen ser ut? 

2. Vem informerar dig om förändringar inom företaget? 

3. Vem informerar du om förändringar inom företaget? 

4. Vad är dina huvudsakliga arbetsuppgifter? 

5. Hur sätter företaget upp sina mål? 

6. Hur kan målen därefter bli omarbetade? 

7. Hur kommer företaget fram till alternativa vägar för att uppnå målen (med hänsyn till 

faktorer både utom och inom företaget)? 

8. Hur utvärderas sedan dessa alternativa vägar? 

9. Hur väljs sedan ett av alternativen? 

10. Hur blir detta beslut därefter implementerat? 

11. Om det i det här steget blir nödvändigt att göra en ny sökning efter alternativa vägar 

att nå målet, hur går det till? 

12. Hur säkerställs att beslutet blir implementerat på önskat sätt? 

13. Hur går uppföljningen av det valda alternativet till? 

14. Hur går feedback till? 

15. Om en förbättrande åtgärd måste sättas in, hur går detta till? 

16. Vad skulle en förbättrande åtgärd kunna vara? 

17. Används några hjälpmedel (elektroniska eller icke-elektroniska) för att underlätta 

någon av delarna i beslutsprocessen (frågorna 5-15)? 

18. Vilka delar av beslutsprocessen (frågorna 5-15) tar du del i? 

19. Skulle du utifrån beslutsprocessen (frågorna 5-15) kunna beskriva hur beslutet för hur 

systemet med ”internetbiljetterna” som delas ut i receptionen gick till? 

 


