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[bookmark: _gjdgxs]1. Introduction
In general, each and every business organisation exists to achieve some objectives which means they are established and run for the purpose of achieving some objectives. But these objectives cannot be achieved without facing challenges and problems which indicates while moving towards the desired objectives an organisations has to face a lot of obstacles and problems (Gano, D., 2011). In many cases, an organisation fails to address such problems and come up with a viable solution to those problems. This, in turn, leads an organisation away from its objectives which is not desired for an organisation at all. Every organisation needs to deal with problems in a pro-active manner so that it can identify potential problems and respond to those problems in a timely manner so that it can reach its objectives properly. One of the most common problems most of the restaurant businesses of the UK are facing is the high turnover rate of employees. The Ledbury, one of the most popular restaurants of London, is also currently facing a high turnover rate of employees which is affecting the overall operation of the restaurant to a large extent by deviating it from its objective becoming one of the top 10 restaurants of the UK.
[bookmark: _30j0zll]2. Defining the problem
A problem can be defined as the perceived gap which exists between the desired state and current state of an organisation or it can be a significant deviation from a norm or standard. Similarly, The Ledbury, one of the most popular restaurants of the UK, has set an objective of becoming one of the top 20 restaurants in the world and now it is holding the 42nd position among the world’s 50 best restaurants according to The Independent, 2019 (Theledbury.com, 2019). But the manager of the restaurant is not becoming able to enhance the performance of the restaurant which may help it reach its desired goal due to the problem of the high turnover rate of employees and staffs of the restaurant. More specifically, the problem of high turnover rate affects the objective of the restaurant in the following ways:
· Loss of talent: While working in the restaurant, the employees and other staffs tend to acquire knowledge and skills over time which can enhance the performance of the restaurant over time (Hall and Taylor, 2015). But due to the high turnover rate, most of those skilled and experienced staffs leave restaurant which affects the performance of the restaurant to a large extent.
· Increased cost: The high turnover rate also increases the overall operating cost of the restaurant as well. The cost actually arises from the frequent recruitment activities undertaken to fill the vacant positions of the restaurant with new employees and staffs.
· Loss of productivity: The turnover rate of the restaurant is highly associated with the loss of productivity of the restaurant in providing services to the customers. More specifically, the new recruited staffs and employees need time to adjust with the overall culture, rules, and policies of the restaurant. During this learning period, they cannot demonstrate the best performance towards their work in most of the cases which have a negative impact on the overall productivity of the restaurant (Hall and Taylor, 2015).
Therefore, the high turnover rate of employees can be considered as the major problem to the restaurant which requires setting a goal to reduce the turnover rate of employees and reach its objective. Here, the goal of reducing the turnover rate of the restaurant is not an easy task, there are some barriers which can prevent the goal from being reached which includes the following:
· High demand for restaurant workers: There are currently thousands of restaurants throughout the United Kingdom and each and every restaurant wants to recruit the best employees and staffs by providing them with several different lucrative opportunities (Statista.com, 2019). This ultimately increases the demand for skilled and experienced employees and staffs which allow them to change their workplace frequently. Therefore, it would not be an easy task for The Ledbury to reduce its turnover rate.
· Changed mind on work type: While working in the restaurant, many people decide to change their work and then leave their job from the restaurant to engage in some other profession. This happens because many of the employees find the restaurant work other than the expected one which in turn demotivate them and lead them to leave their job. This is another major barrier to the goal of The Ledbury to reduce its employee turnover rate.
· Lack of career development opportunity: The training and development programs of The Ledbury are not sufficient enough for the employees to develop their career as well as increase their qualification over time. That is why many employees and staffs of the restaurant look for better opportunities and when they find such opportunities they tend to leave their job. So, this is another barrier which needs to be overcome by the Ledbury to reduce its turnover rate.
[bookmark: _1fob9te]3. Analysis of information on the defined problem
The Ledbury started its journey in 2005 with Brett Graham as the head chef and few other waiting staffs and kitchen staffs. The Ledbury can be considered as a sister restaurant of The Square which is two Michelin star restaurant. Brett Graham was a sous chef at The Square for three years before he started his career as a head chef at The Ledbury. Within one of opening, the Ledbury has gained a Michelin star but the sales of the restaurant have increased significantly not until 2009. The restaurant has gained another Michelin star in 2010 and became a two Michelin star restaurant. The Ledbury is currently ranked at 42nd position in the world’s 50 best restaurants (Theledbury.com, 2019). Besides the Michelin star, the restaurant has gained several other awards and recognition which includes the recognition of the Best Restaurant in the UK according to Observer Food Monthly Awards 2014 and the best UK restaurant 2010, 2011, 2012 according to Restaurant Magazine’s National Restaurant Awards.
The Ledbury can be considered as a small size restaurant in London because the seating capacity of the restaurant is only 55. The annual turnover of the restaurant is around £5.7 million according to the most recent data available. During the initial phase of the restaurant, the turnover was restaurant was around 2.2 million which indicates that over time it has been able to increase its turnover to a large extent. More specifically, the turnover of the restaurant has been almost double during the year 2009 and 2010. Currently, there are 30 employees working in the restaurant including a team of members consisting of a head chef, a general manager, a restaurant manager, a sommelier, and an assistant restaurant manager. The rest of the employees of the restaurant are cooks, waiting staffs, kitchen assistants, dishwashers, and hosting staffs (Theledbury.com, 2019). According to the manager of the restaurant, the turnover rate of the cooks and other staffs involved in various activities of the restaurant is so high. He revealed that each year almost 65% of the staffs and cooks leave their job from the restaurant for various reasons even he cannot understand those reasons clearly which could have helped him devise appropriate strategies to reduce the turnover rate. Therefore, over time the excessive employee turnover rate of the restaurant has become a burden to its success which largely depends on upholding its position further in the world ranking position.
[bookmark: _3znysh7]3. Identification of problem using SWOT and Fishbone Diagram
[bookmark: _2et92p0]3.1 SWOT analysis of The Ledbury 
In the prior section, we have seen that The Ledbury is facing an alarming turnover rate in spite of being one of the most successful restaurants in the UK. Over time the increasing turnover rate of the restaurant has become a major problem to its success. Though the restaurant has several records and success in the past, most recently its popularity has just stuck in the level where it was during the last year. The Ledbury wants to get enlisted in the world’s top 20 restaurants in the coming year but its alarming employee turnover rate has become a serious problem which is preventing it from reaching its goal. To understand the problem in more detail we need to understand the internal environment of the restaurant clearly by identifying its strengths and weaknesses (Cottrell, S., 2011). To analyse the internal environment, SWOT analysis of the restaurant is conducted below:
[image: ]
[bookmark: _lnxbz9]Figure 1: SWOT Analysis Model (Ireland, R. and Hoskisson, R., 2017).
Strengths of “The Ledbury”:
· It is one of the best restaurants in the UK holding two Michelin stars
· It offers the best quality foods along with the elegant ambiance of internal decoration
· It has a loyal as well as a skilled management team to oversee the operation of the restaurant
· It is very innovative and successful in creating new delicious food items 
· It charges comparatively less for the foods it offers to the customers

Weakness of “The Ledbury”:
· Its employee turnover rate is comparatively higher than other restaurants
· The training and career development plans of the restaurant are not well-planned
· The size of the restaurant is very small compared to other restaurants
· The annual turnover is very low compared to its competitors in the market
· Compensations and benefit plans of the employees and other staffs of the restaurant are not competitive enough to beat the competitors
Opportunities of “The Ledbury”:
· It has the opportunity to become one of the top 10 restaurants in the world
· It has the scope to expand its business to increase its turnover 
· It has the opportunity to use part of its free cash flow to expand its business overseas
· It can introduce cultural foods to its menu to further boost its profitability and turnover
· It has the opportunity to a loyal workforce to reduce part of its operating cost 
Threats of “The Ledbury”:
· It may lose its years of reputation as a lack of loyal and skilled workforce 
· The rising competition in the restaurant industry of the UK may affect its competitive positioning to a large extent
·  Incompetent HRM policies and practices of the restaurant may though it out of its position in the world ranking
· The rising cost of raw materials used in the restaurant may reduce its turnover significantly
The SWOT analysis of The Ledbury presented above has revealed that one of the major weaknesses of the company high turnover rate of the employees and staffs the restaurant. Besides, some other weaknesses of the restaurant revealed that the HRM practices of the restaurant are not competitive enough to retain the employees and staffs for a long period of time. Thus many of the employees and staffs of the restaurant leave their job when they find a better alternative. Besides, the lack of competitive and well-planned HRM practices also results in dissatisfaction among the employees and staffs of the restaurant which decreases their productivity as well as increases involuntary termination and layoffs. Therefore, the major reason behind the alarming employee turnover rate of The Ledbury can be attributed to its problematic HRM practices and policies. According to an estimation, the total turnover rate of The Ledbury consist of 74.8% voluntary separations, 19.7% layoffs, and termination, and 5.5% all other separations as shown in the following graph:

Figure 2: Classification of the total turnover rate of The Ledbury (Theledbury.com, 2019). 
The above graph shows that voluntary separations hold a large percentage of the total turnover rate of the restaurant. This is a very serious problem to the restaurant which requires taking immediate actions so that the voluntary separation rate can be reduced to an ideal level. Besides the layoffs and terminations also hold a significant portion in the total turnover rate which also requires adequate attention of the management of the restaurant because a major part of the layoffs a termination can be attributed to the poor performance of the employees which may arise due to dissatisfaction arising out of incompetent HRM policies and practices of the restaurant.





[bookmark: _tyjcwt]3.2 Application of Fishbone Diagram 
The fishbone diagram can be considered as one of the best tools for identifying possible causes for a problem (Adair, J, 2013). It has been mentioned earlier that The Ledbury is currently facing an excessive turnover rate which is drastically affecting the overall performance of the restaurant and deviating it from achieving its objectives. In this case, it is very important to identify the root causes behind the problem so that appropriate solutions to the problem can be developed an applied to get rid of the problem as much as possible. To identify the root cause for the high turnover rate of The Ledbury, a fishbone diagram is applied below:
Demand of work
Career Development 

   Too much work 
                    Workload
                     Constant rush
   Poor development programs 
                      Not enough trainning 
                                          


High Employee Turnover Rate 

              Dissatisfactin with salary
                  Job dissatisfaction
        Career disatisfaction 
      Uncertainty in job contiuation
         Temporary work status


Work Status
Job Satisfaction 

Figure 3: Fishbone analysis diagram (Self-creation)
I. Drawing Problem statement: The first step in the fishbone diagram is to draw the problem statement. In this particular case, the problem is the high turnover rate of the employees faced by The Ledbury restaurant for the past few years. The increased turnover rate of the restaurant has been a severe problem towards the achievement of its objective of enhancing its performance and improve its position in the world ranking.
II. Drawing major cause categories: After drawing the problem statement, based on the problem statement, four major categories of the problem have been identified which are the demand of work, career development, job satisfaction, and work status. Though there are other cause categories, they were not significant enough to be considered in the fishbone diagram analysis.
III. Brainstorming causes: In the next step involves brainstorming the possible causes which are responsible for the high employee turnover rate of The Ledbury. The possible causes identified include excessive work pressure, workload, constant rush, dissatisfaction with salary, job dissatisfaction, career dissatisfaction, poor employee training, and development programs, temporary work status, and uncertainty in job continuation.
IV. Classifying the causes into major categories: All the causes identified in the previous step have been classified into major cause categories in this step. The excessive work pressure, workload, and constant rush have been categorised into demand of work, and dissatisfaction with salary, job dissatisfaction, and career dissatisfaction have been categorised into job satisfaction, and poor employee training and development programs have been categorised into career development, and temporary work status and uncertainty in job continuation have been categorised into work status.
V. Determining deeper causes: After classifying all the possible causes into major cause categories they have further analysed to reach the deeper causes behind the problem and found that the human resource management policies and producers of The Ledbury are not well-planned and competitive compared to the major competitors in the restaurant industry of the UK.
After completing the fishbone analysis, the causes behind the problem of excessive employee turnover rate of The Ledbury have been disclosed to a large extent. More specifically, based on the outcomes of the fishbone analysis, The Ledbury can take appropriate initiatives to address the problem and reach its objective by improving and enhancing its overall performance.






[bookmark: _3dy6vkm]4. Developing alternative solutions using Force Filed Analysis 
[bookmark: _1t3h5sf]4.1 Possible alternative solutions to reduce the turnover rate 
Based on the outcomes of the fishbone analysis and the force field analysis, a range of alternative solutions can be developed which include the following ones:
I. Improving employee training and development program: The management of the Ledbury can draw more attention to the employee training and development programs. It has been earlier mentioned that one of the most important causes for the increased employee turnover rate of the restaurant is the lack of career development opportunities for the employees. Therefore, the management of the restaurant can revise the employee training and development programs to increase the employee retention rate and reduce the employee turnover rate.
II. Providing flexible work hour opportunity: To reduce the excessive work pressures and workloads, the management of the restaurant can provide the employees with the opportunity to select their work hours to some extent by implementing flexible policy. This will increase the motivation level of the employees which is very important for the employees during the rush hours (McClelland, D.C. and C, D., 1988).
III. Engaging employees in decision making: While making decisions, the management of the restaurant can ask for opinions, views, and ideas of the employees with a view to incorporating them in the decision-making the process. The opportunity to contribute to the decision-making process can play a vital role in increasing employee engagement and the motivation level to a large extent (Hall and Taylor, 2015). The increased level of employee engagement and motivation level both are vital for reducing both voluntary and involuntary turnover of employees.
IV. Making the pay scale competitive: The management of the restaurant can make the pay scale and wage of the employees and the staffs competitive enough which can make them more lucrative compared to the competitors. From the analysis, it has been found that the employees of the restaurant are more often not satisfied with their salary that is why they look for better prospect and leave their job when they find a better alternative. There, a competitive pay scale can reduce the employee turnover rate of the restaurant to a large extent by increasing the employee retention rate.             
[bookmark: _4d34og8]4.2 Force field analysis to evaluate the alternative solutions
The force field analysis can be considered as one of the most important tools which are used in the decision making process. Basically, when an organisation plans and implements change management programs to bring about changes in its operation, it may consider the force field analysis (Belton, V. and Stewart, T.J., 2001). To make the decision for alternative solutions to the existing problem of The Ledbury, the force field analysis can be taken into account. The force field analysis will actually reveal the forces for change and the forces against change which need to be addressed properly to respond to the problem of the restaurant. To make decisions for an alternative solution with a view to responding to the existing problem of the restaurant, a force field analysis is carried out below:
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Enhanced competitive position 
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45
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 2345
5345
35
45
45
345

Increased employee performance 

 Cost involved


 Lack of knowledge 


Reduced operating costs 



Figure 4: Force Field Analysis Model (Self-creation)
The above figure shows outcome of the force field analysis where the desired state or the problem of The Ledbury has been put into the middle point of the figure and the driving forces requiring the change to address the problem have been placed in the left side and the restrictive forces to the change have been placed on the right side of the figure. Moreover, the driving forces and the restrictive forces have been scored ranging between 1 and 5 according to their magnitude. The figure clearly states that the existing problem of the restaurant should be addressed by facilitating the forces for change and removing the forces against the change. In other words, if the restaurant can reduce the turnover rate, it will be entitled to a set of benefits which are listed in the left side of the model as well as at the same time it will have to remove the obstacles which are listed on the right side of the model.
Though there are multiple alternative solutions which The Ledbury can implement to reduce its employee turnover rate, the restaurant should focus more on employee training and development programs to produce the best result possible. In other words, a competitive and well-planned employee training and development program can be the best solution to reduce the existing turnover rate of employees because it will help the restaurant to take the advantage of the driving forces and eliminate the restrictive forces to a large extent. This is because a competitive and well-planned employee training and development program will help the restaurant to increase the motivation level of the employees to a large extent and encourage them to develop their career from within the restaurant. This, in turn, will reduce the propensity of the employees to leave their job which can increase retention rate and decrease the turnover rate.
[bookmark: _2s8eyo1]5. Plan for implementing the proposed solution
Though a number of alternative solutions have been proposed earlier to help The Ledbury reduce the employee turnover rate, devising well-planned and competitive employee training and development plan have been considered as the best solution to respond to the problem. Basically, this will help to ensure employee engagement and uphold the motivation level of the employees towards their work which is vital to increase the retention rate and reduce the turnover rate (Ireland and Hoskisson, 2017). To implement the solution properly, the following implementation plays a vital role:
I. Discuss with employees to make an SMRT plan: The existing employees and staffs of the restaurant can play an important role in providing necessary data and information to make a plan to revise the employee training and development programs. In this case the plan should be specific, measurable, relevant, and timely, otherwise monitoring the effectiveness of the plan would be very difficult.
II. Based on the plan take necessary action: Once a SMAR plan to revise the employee training and development programs has been set out, based on the plan, the management of the restaurant should take require initiatives to take the plan into action. In this case, the management of the restaurant can devise and undertake appropriate training and development programs for the employees.
III. Using appropriate tools to monitor and review the performance: Once necessary actions have been taken based the plan to revise employee training and development plan, the performance of the plan should be reviewed over time to monitor its effectiveness. In this case, the management of the restaurant can consider management tools such as Gantt chart and timeline and log frame.
IV. Reviewing employee feedback: Since the plan is to motivate the employees towards their job to increase the retention rate, it is very important to obtain feedback from the employees over time to evaluate the effectiveness of the plan after it has implemented successfully. If it is found that the employees are not satisfied with the plan implemented, then the management should take corrective actions.
[bookmark: _17dp8vu]6. Communicating the plan to the stakeholders
The stakeholders of the plan are those who will be affected by the implementation of the plan. The major stakeholders of The Ledbury include its managers, employees, and other staffs. The plan of the management of the restaurant is to reduce the employee turnover rate and increase the retention rate. The management of the restaurant should communicate the plan to the stakeholders mentioned in the following ways:
“As you know that our restaurant is currently experiencing a high turnover rate of employees which is affecting the overall operation of the restaurant to a large extent. Our restaurant has been able to achieve a position in the world top 50 restaurant and now we want to enlist it into the world top 20 restaurant. And we cannot achieve such a major objective without your cooperation who is working for the restaurant as employees or other staffs. Recently it has come to our attention that our training and development programs are not effective enough to keep up your motivation towards the work which results in both voluntary and involuntary turnover. That is why we have decided to improve our training and development programs to make it more effective and competitive which can help you develop your career from within the restaurant. We will implement this plan as soon as possible for which we need your cooperation as you are one of the major parts of the implementation process of the plan”.



[bookmark: _3rdcrjn]7. Assessing appropriate monitoring and review techniques
There are a number of techniques that the management of The Ledbury can take into account for the purpose of monitoring and reviewing the implementation of the solution to respond to the excessive turnover rate of employees of the restaurant. Some of the most appropriate techniques have been assessed below:
· Setting KPIs: The KPIs, also known as key performance indicators, are measurable values which are used to assess how effectively an organisation is achieving its key objectives (Ireland and Hoskisson, 2017). When the solution to the problem of the excessive turnover rate will be implemented, the management of the restaurant will need to have some measurable values to assess how well the solution is working and achieving its objective of reducing the turnover rate. For this purpose, the management of the restaurant can set KPIs as shown in the following table:
	Variables
	Existing Rate
	Desired Rate in Next 6 months (KPIs)

	Voluntary turnover rate 
	75%
	30%

	Involuntary turnover rate 
	20%
	10%


           
The able table shows the existing rate of the voluntary and involuntary turnover rate of the restaurant. While implementing the solution, it can set KPIs representing the desired rate after a certain period of time and in this case, after six months they should 30% and 10% for voluntary and involuntary turnover consecutively. After 6 months of implementing the solution, the management will be able to monitor and review the effectiveness of the solution based on the KPIs set.
· Employee feedbacks: To monitor and review the effectiveness of the solution implemented, the management of The Ledbury can take into account the employee feedback as well. Since the solution will attempt to enhance the motivation of the employees of the restaurant, they should be asked for feedback periodically regarding how well the solution is satisfying their needs and motiving them. In this case, if it is found that the solution is working well then the solution can be considered to be effective. On the other hand, if negative feedback has been found then appropriate corrective actions should be taken to make the solution effective.
[bookmark: _26in1rg]Conclusion
The report concludes that the excessive turnover rate faced by The Ledbury is a very complex problem in the achievement of its objective and goal. There are many reasons behind the problem which are related to the HRM practices and policies of the restaurant. The most important cause of the excessive turnover rate is the lack of appropriate and development programs. That is why the management of the restaurant can revise the existing training and development programs to uphold the motivation level of the employees and encourage them to continue their job in the restaurant for a long period. While developing and implementing appropriate training and development programs, the management of the restaurant should also develop appropriate review and monitoring plan as well to make the sure the successful implementation of the programs.
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