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[bookmark: _Toc120746528]1.1 Company Background 
The saffron beach hotel Situated along the southern coastline of Sri Lanka it is a star class hotel that is positioned as an ideal wedding, corporate function, and luxury banquet hotel. The concept of the hotel is to be essentially positioned in the MICE sector as well as the luxury event sector. 
The hotel has 3 banquet halls and outdoor  poolside facilities which allow for luxury weddings to take place. The hotel is positioned as a  medium scale price range to attract a large portion of the market segment that is looking for a unique beachside wedding experience. The hotel is also focused on providing competitive rates for packages and works significantly in tandem with travel agents with over 60% of the revenue coming from  travel tours.
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[bookmark: _Toc120746530]2.1 Recruitment, Selection and on boarding
Saffron beach hotel recruitment and selection process are essentially divided into two categories which deal with operational level employees and administrative level employees. Operational level employees are categorized as people performing fundamental operation functions such as serving, janitorial services, gardening, food preparation, housekeeping, and maintenance. These are fundamental job functions that are necessary to be performed at a level below a managerial grade. Typically most of the employees in this category are junior executives or staff members. 
The category of administrative employees deals with all department employees that perform professional services as part of their job responsibility and are categorized above the level of Junior Executive leading up to the management team.
There has been a recognizable drawback in the recruitment process of operational level employees. specifically dealing with the fact that there are reasons being recruited to the company without the required level of skill and competency to perform the job function.
The recruitment process of operational staff members primarily involves many personal recommendations for the selection of Personnel from the neighboring area. This is done for two main reasons which is to gain a recommendation about the person to establish their integrity and work ethic as well as ensuring persons are living within reasonable vicinity to reduce absenteeism and turnover. Most of the operational staff members are within a 3 to 4 km radius of the hotel and have personal recommendation from person that are known to the HR department or linked to an immediate employee of the hotel.
The resulting situation that takes place is mentioned below in the fundamental aspects of the recruitment and selection and onboarding process of the company.
· The HR department conducts a series of interviews based on other recommended candidates for various operational level positions.
· During the interview some of the primary questions that are the cost of the candidate is their vicinity to the hotel and their ability to work additional shifts if required. Prior working experience is considered. However, apart from technical related job’s function that must have relevant work experience, most other employees in operations categories are recruited with different prior work experience backgrounds.
· The company has to engage in a extensive training Workshop at the point of induction which is a three-month onboarding process for every single employee that is taken in the operations job function.  In 2018 and 2019 respectively the on boarding cost with relation to the training and induction program was nearly 40% of the HR department budget.
· In certain areas such as housekeeping, janitorial services, maintenance, gardening, kitchen service there has been a steady decline of productivity to the approximation of 20% within a two-year period of 2018 and 2019.
· In 2022 productivity further decline in these areas in comparison to 2017 by a factor of 17%.
· There is also a significant increase in operations cost in many of these areas due to an increase in consumable items by a factor of 14% in 2018 and 18% in 2019. This is attributed to poor knowledge of job performance which has resulted in an increased level of material wastage.
· Customer complaints with relation to the main operational level department have also increased by a factor of 13% in 2018 ,16% in 2019, 21% in 2021 and 14% in 2022.
· The complaints range from for service standards in specific activity such as housekeeping activities in the room, deficiency of service, accuracy of service, breakdowns in technology in the room and other common areas as well as the general level of unprofessionalism among some staff members.
[bookmark: _Toc120746531]2.2.1 Strengths of present Recruitment, Selection and on boarding  
The following are some of the benefits that can be seen as strengths in the present recruitment selection and onboarding process.
· The company can reduce absenteeism as employees are recruited from neighboring areas.
· Extended leave requirements would not need to be given on a regular basis, unless in the event of personal emergency (Bratton and Gold, 2017).
· Employees will be available to work for extended periods of time if the hotel is very busy as they are from neighboring areas (Royal, 2005).
· The company will not need to provide lodging and transportation to hotels, which saves on operating expenditure (Al-Kassem, 2017).
· The personal integrity and honesty of the employee is based on a reputed recommendation which ensures that pilferage and other forms of unethical practices have a lower level of occurrence (Ferris, Berkson and Harris, 2002).
[bookmark: _Toc120746532]2.2.2 Weakness of present Recruitment, Selection and on boarding  
The following are the fundamental aspects that can affect the company’s performance due to the weaknesses in the recruitment selection and onboarding process.
· The training time and training cost for employees that do not have the required skill increases for the company (Stone and Deadrick, 2015).
· The company will run the risk of high levels of human error and loss of productivity due to recruiting employees without proper experience in the work background.
· The hotel will increase the chance of compromising service standards due to insufficient workforce (Stone and Deadrick, 2015).
· Disciplinary action taken against employees due to lapses in work can lead to job dissatisfaction and finally employee turnover (Marie Ryan and Derous, 2016).
[bookmark: _Toc120746533]2.3 Employee engagement levels
Employee engagement is defined as the extent to which the company's employees commit emotional and cognitive energies towards achieving positive organizational outcomes (Mankin, 2010). Employee engagement is also defined as the extent of enthusiasm employees have towards furthering the company's desired goals, which stems from the nature of the relationship between the employees and the organization (Gashi, 2013). The general characteristics of employees that express  high levels of engagement is their enthusiasm about they work, the degree of responsibility and accountability that found themselves in the accomplishment of tasks and they consistently look at developing crater meaning in the work assigned (McMorland, 2011;Mello, 2018)).
Similarly, to employee engagement is a context of employee disengagement which is the polar opposite dimension (Swanson and Holton, 2009). It reflects upon employees having grievances and disdain  for certain job-related activities which creates a negative perception about the organisation and by extension the goals the company is looking to achieve (Tullar, 2019).
The following illustration has been adapted as a four square grid analysis of employee engagement and employ disengagement characteristics.
[bookmark: _Toc120746548]Figure 2.1  Table 2.1 Categorizing employee engagement 
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Source- NetSuite (2022)
When evaluating the employee base of Saffron Beach Hotel there is a combination of all 4 categories of employee engagement as indicated above.  By identifying key characteristics of employee engagement and disengagement the following employee groups have been categorized.

[bookmark: _Toc120746545] Table 2.1 Assessment of employee engagement 
	Employee group
	Category
	Level of engagement
	Methods of creating engagement

	Senior management team
	1
	· Higher level of work engagement with employees consistently looking to work extra hours.
· Sacrifice a significant amount of personal time for company related activities. 
· Takes a personal interest in the operational aspects of the hotel consistently looking to create.
· Highly committed to the outcome of the strategic Vision and Mission.
	· Highest remuneration package.
· Regular performance bonus.
· Paid vacation time
· Corporate discounts on vacation
· Corporate discounts on airfare.
· Share stake in the hotel
· High level of decision-making capabilities.
· High level of input on strategic planning and strategic direction

	HOD and senior executive grade
	2
	· Comprehensively aware of the role required by them for the functionality of the hotel.
· You fully committed to performing the job duties and even going beyond the minimum level of expectation to satisfy senior management.
· Is willing to work extra hours and take additional responsibilities.
· Will definitely look for better prospects in other organisations. 
	· Medium level of remuneration package
· Annual bonus at the discretion of the management.
· Performance incentive based on the job function.
· Educational loan
· Medical insurance.
· No fundamental authority to make major decisions
· Limited input on strategic planning and strategic direction.

	Executive grade and staff members
	3
	· Perform the bare minimum responsibilities in line with the salary package.
· Is willing to work extra hours if only financially compensated.
· Will consistently look at work life balance as an important area.
· Is always looking to switch jobs for higher remuneration package
	· Receive remuneration on par with industry or below industry standard.
· Performance-based bonus and incentives highly scrutinised.
· Medical insurance
· No decision-making capabilities.
· No Direct Access to senior management.
· Not able to provide input on improvements or even suggest ideas.
· There is no active development plan and succession plan in place

	Executive grade and staff members
	4
	· Will only perform the bare minimum to ensure pay check is received
· Will actively undermined employees regularly commenting about the bad working environment.
· Is unwilling to move on to another job function and is consistently condemning the existing workplace.
	· Receive remuneration on par with industry or below industry standard.
· Performance-based bonus and incentives highly scrutinized.
· Medical insurance
· No decision-making capabilities.
· No Direct Access to senior management.
· Not able to provide input on improvements or even suggest ideas.
· There is no active development plan and succession plan in place


Source- Authors work 
Based on the evaluation in table 2.1 it is evident that senior management and heads of Departments (HOD) have a much higher level of employee engagement than search executive grade and staff members. The analysis also demonstrates that not all executive grades and staff members have the same level of employee engagement. In this category certain individuals are not considered engaged and committed to the organization while others are actively disengaged actively working to undermine the organization. It is therefore understood that there is a general mix of low levels of commitment and intentional disengagement among the executive grid and staff members of the hotel (Stone and Deadrick, 2015).
The evidence indicates that most employees that are in the non-commitment and disengage category receive mainly financial aspects as a means of creating engagement (NetSuite, 2022). These groups of employees are not associated with any of the company's strategic direction even had a discussion or awareness creation aspect.   
These employee groups are severely restricted in their ability to make informed decisions and have been kept totally unaware of the company's Future Plans and directions. As a result they feel they have been totally excluded and disconnected with the firms future (Bratton and Gold, 2017).
[bookmark: _Toc120746534]2.3.1 Strengths of present Methods used to create employee engagement  
· Provide a clear perspective on the required job function and expectation levels of superiors (Arslan, 2017).
· As certain low level employee designation lacks the necessary knowledge for strategic thinking, the ability to maintain control motivation through transactional system of rewards and reprimand (Yaneva, 2021).
[bookmark: _Toc120746535]2.3.2 Weakness of present Methods used to create employee engagement
· Employees lose all forms of self-worth and begin to look at the job as only a paycheck source (Arslan, 2017).
· Increases the level of staff turnover and reduces employee productivity (NetSuite, 2022).
· Increases the levels of human error due to negligence in specific job activities. (NetSuite, 2022)
· Can lead to negative corporate image being created about the company if employees Express their concerns on public forums like social media (Kocherlakota, 2017).
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According to Barney (2001) companies are required to create a competitive advantage in order for them to succeed over business drivers by creating a superior state of value to the customer. This is known as the resource based view in which it is that companies can leverage the fundamental uniqueness of their human capital to create this competitive advantage.  The resource-based view stipulates that intangible assets such as their skills and capabilities as well their commitment and dedication of employees are exceptional and distinctive to an organization (Sameera, 2018). 
Companies that can harness this uniqueness to the point of deploying the resources successfully the declared value above competitors create for them a sustainable competitive advantage (Barney, 2001). In the hotel industry the dependency on human capital is very high to create the service standards that are offered to consumers. If hotels can successfully deliver the capabilities, skills, competencies, knowledge and expertise of human capital to create exceptional value it leads to a competitive advantage. All these elements come from their innate capabilities of the human resources of the company (Bratton and Gold, 2017). 
Essentially when employees do not have the necessary competencies and capabilities that are considered to create superior value the company is unable to leverage the human capital to create a sustainable competitive advantage (Gashi, 2013). In the case of Saffron Beach Hotel this is clearly visible among its operational employees.  As most of the employees receive 3 months on boarding training before being handed operational level job responsibilities it is not possible to assume that a large portion of this employee group will be able to leverage experience, skill and knowledge to create outstanding service standards (McMorland, 2011).
If most of employees in junior categories are disengaged and not committed to the organisation displaying low levels of employee engagement, they will not be motivated in the work. this will cause a tremendous in lowering of service standards which has a detrimental impact on creating better levels of customer satisfaction.
In addition the company will consistently increase its financial expenditure to train employees that are required to perform the simplest of functions as they do not have the proper qualifications at the point of recruitment and selection (Royal, 2005). There will be an increase in staff turnover which increases recruitment costs because of executive grade a non-executive grade employees looking for better prospects.
Finally, Saffron Beach Hotel will risk damaging their reputation as they continue to experience complaints from customers about deteriorating service standards that can be traced back to lack of skill and knowledge and capabilities of the operational workforce.
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[bookmark: _Toc120746538]4.1 Recommendation to improve Recruitment, Selection and on boarding  
Considering benchmarking with leading Hotel chains in Sri Lanka the recruitment process must consist of a combination between work experience, relevant academic standards as well as recommendations on the candidate's character. Each vacancy must be advertised on both online and offline channels in order to ensure that the company is able to bring in a good collection of resumes which can be shortlisted in the hiring of candidates (Al-Kassem, 2017)
The recruitment process must involve face-to-face interviews, aptitude tests based on the designation being applied , assessment of job skills by providing a physical job related activity to be performed (Marie Ryan and Derous, 2016).Finally the recruitment process must involve the assessment of non-related referees as well as any referral letters from prior employers as to the character of the candidate (Ferris, Berkson and Harris, 2002). The consideration of recruiting employees from neighboring countries should not be totally abandoned. 
However, the selection process must include a minimum of a three panel team depending on the designation in which both the HOD and the HR manager have an input in the final selection decision (Werbel and Johnson, 2001). In the onboarding process that should be the minimum level of training that is given to employees which is mainly focused on educating the employee on operational aspects that are unique to the hotel. Training requirements with relation to the actual functionality of the job should not be considered as part of an onboarding process. 
[bookmark: _Toc120746539]4.2 Recommendation to improve Employee engagement 
In order to improve employee engagement, the fundamental requirement is to consider that all employees are part of a team and they have the capability of providing input at each individual level for the improvement of the hotel(Arslan, 2017).  While the company can still look to maintain a formal structure they should utilise HOD  to cultivate better relationships with Executive grade and staff members employees so that there is a dissemination of information as to the companies goals and objectives (Kocherlakota, 2017).Employees should be made to feel that they are part of the organisation and there should be awareness creating activities that are spearheaded by the HR department.
It will be the responsibility of the HR department in conjunction with HOD  to maintain better two way communication between the employees and Management. There should be a portal that is set up to capture ideas and to share the unique strategic directions and certain changes that the company may initiate to achieve the intended Vision and Mission. Employees should not be treated only as a source of labour. While it is essential to provide them with financial compensation it is important to understand that non-financial rewards such as a succession plan is also an important part of employee engagement (Yaneva, 2021).
Finally, employees should feel they have some purpose in the company and it is essential to provide them with a certain level of recognition when outstanding work is being performed. For example, complimenting the Gardner when there has been very attractive and nice landscaping done should be the responsibility of the department head.
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