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[bookmark: _GoBack]PROJECT PROPOSAL 
Determining the Best Method For Multi-skilling In The Front Office Department.
After years since the re-opening of LUX* Grand Gaube, as Assistant Front Office Manager, the researcher noticed the level of service in the Front Office Department has dropped. The main reason being the recent change in the front office structure and the lack of preparation of our team members to work in this new environment.

Before the renovation it was ideal to work with specialised team members, as each sub department was dedicated to a specific task, however this does not work well within the current structure. With the new Front Office structure, the team members now have to carry out tasks which were not part of their duty before. Previously the team members were considered specialists in their specific jobs but now they have to perform varied duties. 

The researcher believes that a multi-skilled team would be more effective with the current open design of the hotel lobby. Therefore, there is a need to seek the right training methodology which will be both adaptable and welcomed by all parties.

Once the team members are more multi-skilled, the level of service should increase and guests will benefit from it. Team Members should become more confident and this would add value to their career. The hotel is also likely to be recognized for the excellent service standards.

The Outlined Intention
The researcher engaged all concerned parties, the Managers and Supervisor and the survey participants in order to have qualitative and quantitative data.  A Focus group interview was organized to gather all Front Office Department Managers and Supervisors together to have their opinions, idea and their perceptions on the best method to apply for multi skilling the survey participants; the researcher took note of all vital points during the discussion. 

For the survey participants a survey organized with 9 specific questions related to best methods of multi- skilling and this survey allowed us to have statistics on how many survey participants were eligible to acquire different techniques using the following four trainings method that is, role play, coaching, shadowing, on-the-job training.

For ethical purpose all the data gathered through surveys will be kept securely in the cashier lounge office and access will be limited to myself. After one month all related information will be destroyed.

As an insider researcher this will be an occasion to make deep research about the benefits of multi-skilling and to adapt the methods to each front liner taking into consideration that each person has a preference for one or more training methods.



INTRODUCTION

One of the fundamental roles of a Manager is to always ensure that the service level of the company is being uplifted. However the team members play a crucial role in the success of the Manager and the organization.  The researcher noticed with the new lobby design, specialized skills are not sufficient to maintain consistent level of service in the Front Office Department. One of the solutions to overcome this situation is to train the survey participants and assist them to become multi-skilled. There are several advantages for the organization to invest in multi-skilling however the challenge will be to adopt the right strategy and to work on a planning within a specific period of time. The Managers and the Supervisors have the responsibility to convince all the participants and explain to them how they will benefit from this transformation in the short and long run.

LITERATURE REVIEW
Cesar (2015)  has done a detailed study on multi-skilling, cross –training and personal scheduling. The study explains why at an international level various sectors have opted for multi-skilling the labor force. The world is moving fast and with the impact of technology, one skill is no longer sufficient to be effective in the workplace. For a professional worker to survive, he has to re-adapt himself and needs cross domain knowledge and cross functional skills to remain relevant and competitive in his domain. The service sector which includes industries such as health, retail, and call centers in the past ten years faced similar situation as the tourism industry currently. When you have specialized labour force, you can be overstaffing or understaffing which impacts your rostering and your service delivery.
Li-Cheng (2009) mentions that the there is a very high demand for trained employees as the labor turnover in the hospitality industry is too high due to the work environment. One of the solutions is to opt for multi-skilled labor force that do various duties and in return receive self-satisfaction, praise and recognition.
As per (Googoolye, 2013), a research done by the Human Resource Development Council in 2011 in Mauritius, highlights a crucial point regarding the imbalance in skills and availability on the labour market. Various sectors are in constant struggle as they are trying to find a balance between the demand and supply of the labour force. There are 3 major sectors that suffered from the mismatch in skill, Tourism Industry, Construction and Manufacturing. One of the solutions is to review our training system and to adapt to the market demand.  Among the professionals in the Human Resource, the question was raised on what could increase the chance for a person to get a good job, 65 % answered the chance would increase if the person is multi-skilled, followed by the person who has the right attitude with 56 %. For organisations to excel, it is important to re-evaluate the skills and talent of each individual and through multi-skilling our team members will be able to close the gap where we have more demand. 
Multi skilling could bring more engagement to our team members in their day to day work. It broadens the knowledge and it is productive.  Repetitive tasks can be boring in the long run. “Variety keeps people healthy and happy. Physical activity is a nice break if you’ve been sitting at a desk for a while.” HRmagazine.co.uk (Roper, Case study: Total pay equality and multi-skilling at a workers' co-operative, 2016)
Methods
For the purpose of this project the researcher decided to use two types of methods to collect data from the survey participants and the front office management team.
· For the survey participants a questionnaire with nine questions related to their work was designed to know if they are interested to learn new tasks and become multi- skilled. The questions also helped to know if the survey participants who have mastered a specific task were ready to share their know-how and train other survey participants to help them to uplift their knowledge and skills. A total of 26 survey participants were included of which 24 responded.
· For the Front Office Managers and Supervisors’ a Focus Group meeting was set with 5 participants.

The researcher used a quantitative survey questionnaire to gather information from the front office team members. As the survey questionnaire was anonymous, the participants had no pressure and felt free to answer the questions. For the researcher, the survey questionnaire helped to have precise information as the questions were directly linked with multi-skilling and it was an easy way to gather data. The researcher had the option to use the correlational survey where it would help to measure the relationship between two groups, for a group of front liners who are already multi -skilled and a group of front liners who are specialized in one task. However it was not an efficient way to collect data as the group of multi skilled team members was too small, as only three among the twenty six front liners.
For the qualitative part a Focus Group meeting was organized for the managers and supervisors. It helped to save time and money compared to individual interview. As all participants are on supervisory and management level, the meeting was useful to have their thoughts and hence it offered the opportunity to seek clarification. The participants were provided a wider range of information on this specific topic as everybody in this group spoke the same language. The researcher could have organized individual interviews among supervisors and managers but unfortunately it would have been time consuming in terms of setting up, location and analysis.
Concerning the ethical part, for the 26 survey participants who participated in the survey there was no pressure and obligation for them to complete the survey questionnaire and no personal data such as name, age, gender and position had to be declared on the survey. For the Focus Group meeting, an invitation was sent five days before the meeting. 
One of the biggest risks of the survey questionnaire was that the participants who have not understood a particular question might have chosen the answers randomly. This could mislead the researcher in his project. For the Focus Group survey, for managers and supervisors who have a preference for specialization could bring arguments only about the negative impact of multi-skilling.
If ever there had been a participation lower than 50% for the survey and the focus group, the researcher would have definitely organized a second survey and postponed the meeting and launched a second invitation for the focus group.
FINDINGS

For the purpose of the findings, a survey questionnaire with 9 questions was distributed among all the survey participants and 88% of the participants returned back the questionnaire and 2 participants only were unable to participate in the survey as they were on leave for that particular period. From the two participants one is from Cashier and one from Concierge. 
For the Front Office Management team including the Supervisors, I conducted a Focus Group meeting where I have 100% participation. Guest Relation Officers were the major participants in this survey representing 33 %, followed by Cashier Team representing 25 %, Porters 21 %, Telephone Operators 13%, Concierge 4 %, Reservations 4%.  Full tabulated responses are in Appendix A.
When comparing the survey questionnaire and the focus group it is noted, 96 % of the survey participants agreed that multi-skilling will improve their performance and career prospects while 80% of the Focus Group participants responded that multi-skilling will be a positive thing for the team to move forward.  
About the training method to be adopted, 67 % of the survey participants prefer to do on-the-job training and during the focus group all the participants mentioned on the top list that the best way to train our Team Members to become multi –skilled is to use the on-the-job training method.  Two survey participants believed for them the best way to acquire more skills is to organize role plays. The focus group participants mentioned the importance of role plays during the meeting, where it will be easy to observe and give feedback on performance. 21 % stated coaching would be the solution to help them to become multi-skilled, however none of the managers & supervisors identified this method during the focus group discussion. Among those surveyed, 83 % of them believe that LUX* Grand Gaube and the guests will benefit if we train our Team Members to become multi-skilled, our head Concierge put forward 5 reasons, and explained clearly how multi-skilled Team Members will impact  the service and the resort in a positive way. 
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Table 1
Table 1
Table 1 shows us that we have only 4% (ie, one front liner) that has no a clear idea if multi-skilling may help him to improve his performance. 38% representing 9 survey participants agreed that multi-skilling may improve their performance and 58% representing 14 survey participants strongly agree that multi-skilling may improve their performance. 

Among those surveyed 38% have worked more than 1 year, 29% less than 1 year, 6% more than 5 years and 8% more than 10 years. The survey shows that even though the years of service varies from less than 1 year experience to more than 10 years, 96% among them is in favour of becoming multi-skilled.

Question 5: This question related to cross exposure in another sub department, where 39% of the Front Office Team Members would like to be at the Cashier Lounge and only 1 Porter with more than 1 year experience selected to be at Guest Relations for cross exposure training. One Cashier with less than one year of experience selected all the four answers on the survey (Telephone Operator/Cashier Lounge/Reservation/ Concierge). Of the two survey participants with more than 10 years, one has chosen Concierge and one Cashier.
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Table 2
For Question 7, table 2 shows if team members are ready to stay beyond working hours to participate in training sessions, 13 among them were in favour staying odd hours where 10 team members declined. In term of percentage 57% agreed and 43% disagreed. In total we have 8 survey participants who have worked for more than 5 years and 50% among them declined to stay after their shift for training purposes. One Front liner had declined to answer this question.

Question 8, in the survey questionnaire, was about survey participants who are eager to share their knowledge by giving training to their colleagues. 88% are interested to provide training but 3 team members had not replied to this question. These 3 team members were from 3 various sub departments, 1 Cashier, 1 Guest Relation and 1 Concierge.

For Question 9, in the survey questionnaire, 17% of the survey participants had no idea if LUX* Grand Gaube and our guests will benefit from multi skilled Team Members. Two survey participants had worked for 1 year, 1 participant for more than 5 years and one participant for more than 10 years. One of the survey participants had not answered this part of the question.

Concerning my project I as the researcher expected 50% of Team Members to complete and return back the survey; at the end the researcher was more than satisfied as in total 24 survey participants had completed the survey and it represents 89% of participants. Among these 24 survey participants, 23 agreed that multi-skilling will bring and benefit to their career and at the same time offer better quality service to our guests. The more interesting fact is that 95 % of the survey participants are ready to make this project a reality as they are ready to share their knowledge and provide workplace training.

During the Focus Group, which was a very successful meeting, at the beginning as the researcher I was expecting 50 % of the Front Office Management team together with Supervisors to participate, in the debate. The final participants present were the Room Division Manager, Front Office Manager, Assistant Front Office Supervisor, Front Office Supervisor and Head Concierge. They were very attentive and during the question time everyone was participative and everyone shared their respective ideas on how multi-skilling will be useful for our department. Concerning question about best method to be used, all the managers and supervisors suggested on-the-job training on top of the list. However the Front Office Manager mentioned quiz competition as one of the best way to check effectiveness of on-the-job training. The quiz with 5 simple’s questions will help the trainer to have a clear idea if the front liner has assimilated the knowledge and he said reward is a key factor to encourage survey participants participate more actively as it will develop a sense of fair competition among them. 
 
While there was agreement on the importance of multi-skilling, the Rooms Division Manager mentioned the possible risk that when people have acquired several skills they may leave the company. However, this should not be a barrier if we have a clear development path for each team member and do an individual assessment for everyone. Also another aspect to consider is for front liners who are specialists and  performing very well in doing one single task, may not be interested in multi-skilling and choose to leave. The role of each Manager is to encourage Team Members to learn more and equip them to face the daily job exigencies and also create a bank of talents who are ready to step up whenever a Supervisor or Manager is leaving the company. 
Everybody during the group meeting made an observation that all of the focus group participants are multi skilled. Overall front office team members have to understand if they are ambitious and want to be promoted, multi-skilling will be a huge advantage. Multi-skilled team members acquire experience in different fields and can contribute more in the work. The Head Concierge spoke about the importance of the work atmosphere, how to create a perfect environment, while the Room Division Manager pointed out how important it is to have happy team members. Multi skilling is known to be one of the major factors that can encourage happiness and self-satisfaction. This happiness will be reflected in the atmosphere at the job place and also reflect on the guests too.
The distribution of the survey was a real challenge as the researcher started his shift in the evening and reached work at 15h30 when most day shift people have already left. Next time the researcher will plan better by gathering maximum team members in one place, explaining  the purpose of this survey and do the distribution at the end of the meeting. 

For the Focus Group meeting, the researcher faced a difficulty at the last minute as the location that was chosen was occupied on the day and the meeting had to be delayed. As a result the duration of the meeting was shortened by 15 minutes. Next time taking into consideration last minute unexpected situations, it will be better to plan the meeting in the early afternoon to avoid clash with the second shift where the morning shift has to handover to evening shift. 
In general everyone was participative in the focus group, the researcher felt on few questions, the Supervisors were reluctant to express themselves as they were overshadowed by the Managers and they just followed the trend set by the Managers. The researcher could have organized a one to one interview for the Supervisors, the platform could be more appropriate for them where they will have the liberty to express themselves openly.

For question 9 on the survey questionnaire concerning benefits of multi-skilling - 13% of the participants refrained from answering. This may be because they did not have a clear view of benefits. However 96% answered positively and are interested to become multi-skilled as they may have intrinsic motivation. 29% among these have worked only less than 1 year and 38% more than 1 year. Among these, 3 team members had done tertiary education and their goal is to be at the Supervisory Level within 1 year and multi skilling will give them a boost to attain their objective faster.

Conclusion and Recommendations
After analyzing the survey questionnaire and the focus group notes, the researcher can conclude that there is a willingness for team members to become multi-skilled and that team members have understood the importance of the project. Irrespective of years of service 96% agreed that multi skilled will improve their performance. However team members with more than 10 years of experience, don’t consider that multi-skilling will improve their career prospect. For the timing of training, special attention has to be given as there are 53% of team members who agreed to stay after working hours and 47% rejected the idea. This factor has to be considered in order to avoid penalizing these 10 team members. Overall 17% team members who have no idea how our guests and the company will benefit from multi-skilled. 

The researcher recommends to organize several sessions of detailed presentations in order to convince the 17% of survey participants and team members with more than 10 years of experience and explain them how multi-skilling will impact on their day to day work, service to guests as well as their. A pilot project will be launched to start multi-skilling by selecting 3 team members from three sub-departments (Guest Relation, Concierge, Cashier). Training will be on-the-job for a duration of 30 minutes after the working hours. Once this is tested, more team members will be included in the multi-skilling program.
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APPENDIX A
We would like to improve service in the Front Office Department; you are invited to complete this survey questionnaire. We need your vital opinions. Kindly note all answers will remain confidential.
Please tick your answers.
1. How long have you worked in the Front Office Department?

A  Less than one year

B  More than one year

C  More than five years

D  More than 10 years
2. What is your specific role in the Front Office Department?

A  Cashier

B  Guest Relation

C  Telephone Operator

D  Porter

E  Reservation Clerk

3. Do you agree multi-skilling may improve your performance? 

A  Agree

B  Strongly Agree

C  Neutral

D  Disagree

E  Strongly Disagree









4. Do you agree multi-skilling may improve your career prospect ?

A  Agree

B  Strongly Agree

C  Neutral

D  Disagree

E  Strongly Disagree

5. If ever you get the opportunity to do a cross exposure in a sub department in the Front Office which one would you choose?

A  Telephone Operator

B  Cashier Lounge

C  Reservation

D  Concierge

6. Which method of training do you prefer to acquire workplace and knowledge?

A  Role Play

B  Coaching

C  Shadowing

D  On the job training

7. In order to avoid disrupting the service to guests, would you be willing to attend training outside of work hours?

A  Yes

B  No-



8. Are you interested in sharing your knowledge and assisting with workplace training of your colleagues?

A  Yes 
If yes please precise in which field.

	


	B  No



9. Our Guests and LUX* Grand Gaube team will benefit from a multi-skilled Front Office Team Members?
A  Agreed
B Strongly Agree
C Neutral
D Disagree
E Strongly Disagree
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Appendix B
Focus Group Meeting
Questions :
1. What do you think if we train our Team Members to become multi-skilling?
2. How our department will benefit from it?
3. What can be the challenges to transform the team into a multi skilling Team?
4. What will be the best method to adopt for the training?
5. How we will handle team members who are reluctant to become multi skill?
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