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Executive Summary

The main contents of the report are as follows:

Introduce project objectives and aims

Show the results of the survey

Analysis of problem-solving requirements

Formulating specific strategic solutions to problems

Introduce the implementation plan of the project

Estimate the time and cost-effectiveness of the project

Evaluation of projects

The purpose of this project is to help Yashan Eco-hotel solve the problem of human resource allocation in off-season and peak season. Firstly, the objectives and aims of the project will be introduced, and the research methods involved in the project will be introduced. Then, the results of the survey will be analyzed in depth. According to the survey results, some requirements and suggestions will be provided to hotel managers and employees. Next, according to the survey results, the project will formulate a specific strategic plan for the hotel, as well as the implementation plan of the plan. Finally, the project will be evaluated.

Yashan Eco-Hotel is a tourist resort hotel.It is located in China.The main theme of the hotel is nature and art design. It provides customers with a variety of services: accommodation, catering, SPA, cinema, gymnasium, etc.(Wang,2017) In addiction, this hotel has some ecological attractions,such as waterfall, bamboo forest and temple.

The aims and objectives of project

Aim of the project

This project aims to help hotels solve the problem of human resource allocation in off-season and peak season and reduce labor costs. 

Objective of the enterprise

-Make full use of hotel human resources in off-season and peak season. 

-Reduce staff's work pressure in peak season, improve staff's work efficiency.
-Reduce Hotel off-season labor costs, control off-season labor, remove idle labor.

-Ensure that the hotel has sufficient labor force in peak season, and ensure that every department has sufficient labor force in peak season, so as to ensure the quality of service.

Research Results

Research Results of total allocation of human resources

Yashan Eco-hotel is full-time staff. According to the interviews with the managers of various departments, the demand of labor force in the catering Department of Yashan Eco-hotel is three times as much as usual in peak season.The serious shortage of labor force leads to the cancellation rate of hotel customers orders at 5%.  According to the feedback from the catering manager, at least 30 additional attendants and 10 cleaners are needed during the peak season to ensure that all orders are fulfilled. 

According to the feedback from the manager of the catering department, in the off-season of the hotel, there will be 40% surplus labor in the catering department. In the off-season, the actual labor demand of the Housekeeping Department is 50%. Nearly 15 employees have not been assigned to work. Currently, the hotel can only arrange shifts for employees in this situation. In the peak season, the hotel lost nearly 3% of its orders due to the lack of labor force, and in the off-season, the hotel labor cost increased by nearly 12%.

Research Results of Employee Workload

According to a survey of hotel catering managers, the workload of employees during the peak season of the hotel increased three times as much as usual. In the peak season, the working hours of catering staff are 12 hours a day. In the peak season, the catering department often receives complaints from customers, the complaint rate is as high as 8%.

Requirements for Solving the Problem of Human Resources Allocation

Manager

Every quarter, the hotel's human resources allocation needs to be investigated to find out the current actual utilization rate of human resources and find out the possibility of causing actual waste. The redundant labor enterprises need to be resettled through a variety of channels. 

The managers need to fully understand each employee's ability to work, according to the degree of difficulty in selecting employees with the corresponding level of ability to complete.

Managers need to take skilled training methods to improve the working efficiency of hotel employees whose quality is lower than the requirements of the current position. 

Hotel managers also need to monitor the workload of employees and pay close attention to whether the workload is compatible with the workload of employees. 

Employee

As Hotel staff, they need to obey the management's assignment, and cooperate with the manager to effectively allocate human resources. 

Employees need to fully understand the human resources allocation structure of the enterprise, clearly understand the work area and the corresponding work content.

The Strategic Programme and Implementation of Solving the Issue

Specific Strategic Programme

-Re-formulate the allocation plan of human resources according to the demand of hotel labor in off-season. Screening the employees whose labor contract is about to expire and selectively terminating the labor relationship. In the off-season, the staff of various departments are trained to improve their working ability.

-Re-formulate human resource allocation plan according to the demand of hotel labor in peak season.  Evaluate the staff of each department of the hotel, analyze their working ability, and transfer some staff from other departments to this department according to their working ability. 

-Cooperate with the labor dispatch company to provide the required labor force for the hotel in the peak season. 

-Make 6-month short-term labor contract for hotel peak season, fully guarantee the labor force.

-To improve the service quality of hotels in peak season and reduce the rate of complaints, formulate targeted programs. In the peak season, the reward and punishment system is used to manage the quality of employee work. 

Implementation of Strategic Programme

-According to the previous three years of hotel off-season labor demand situation summarized and formulated the table. Screening the labor force of catering department, screening out the staff who will expiration of  the labor contract.

-In off-season, employees are trained in turn for a period of one month. After the training, each employee will be assessed. Employees who fail to meet the assessment requirements need to obey the management's assignment.



-Meetings and discussions were held between catering and guest room departments in the face of severe labor shortages.

-In the peak season, the hotel formulates a six-month short-term service contract, which is used in the peak season. About 30 employees are recruited. 

-Before the hotel enters the peak season, the managers of various departments make predictions and analyses according to the existing labor force situation, and will submit the increase of labor force to the human resources department, which will communicate with the labor dispatch company.

Evaluation the Project

Advantages

The cost-benefit of this project is very high, which means that the benefit of the project itself to the enterprise is higher than the cost of investment. 

This is a project that can solve the problems of the enterprise and bring corresponding returns to the enterprise. The project has a strong flexibility, and can be modified according to the actual situation of the hotel at any time. 

This project has no limitations, which helps the hotel to solve the problem of human resource allocation, but also helps the enterprise to reduce labor costs and improve the quality of work of employees. It is the full use of the hotel's human resources.

Disadvantages

Hotels need a long period of research and probation before implementing this project.Therefore, this project can not quickly show the substantial benefits to enterprises. In addition, the talent market is constantly changing, so this project will be affected by the talent market.
Introduction

This project is to solve the problem of human resource allocation in Yashan Eco-hotel in off-season and peak season. This project will provide solutions by analyzing the problem of human resource allocation in Yashan Eco-hotel, so as to help the hotel effectively use human resources and reduce the labor cost of the organization. Firstly, the specific objectives of the project will be introduced, and the research methods involved in the project will be introduced. Next, the corresponding research results will be analyzed. According to the analysis results, the project will analyze the requirements of enterprise change from the perspective of managers and employees, and use PEST and SWOT model to analyze the internal and external environment of the enterprise, so as to formulate a solution strategy. The project will also make detailed arrangements for the strategic programme, as well as budget for time and cost.

Project Aims and Objective

Aim of the project

This project aims to help hotels solve the problem of human resource allocation in off-season and peak season and reduce labor costs. This project will analyze the distribution of human resources in the hotel, and analyze the causes of the problems. Then, according to the analysis results, specific solutions and implementation arrangements will be put forward.

Objective of the enterprise
Make full use of hotel human resources in off-season and peak season. Each Department allocates human resources according to labor demand in off-season and peak season.

Reduce staff's work pressure in peak season, improve staff's work efficiency, so as to reduce customer complaint rate.

Reduce Hotel off-season labor costs, control off-season labor, remove idle labor.

Ensure that the hotel has sufficient labor force in peak season, and ensure that every department has sufficient labor force in peak season, so as to ensure the quality of service.

Research Methods

Primary Research

Primary research is a method that researchers use to collect data directly, rather than relying on data collected from previous studies.(Sara, 2017) Primary research can meet some unique and specific requirements, and changing research methods can make interviews, surveys and observations. Primary studies can show concrete results.(Devault,2018)

This project uses the primary research method to interview the managers and employees of various departments of the hotel, thus fully analyzing the human resources allocation of the hotel in off-season and peak season. The interview results fully reflect the problems of the hotel, so that the problem can be fully solved. This also makes the analysis more convincing.

Qualitative Research
Qualitative research is a scientific observation method for collecting non-numerical data.(Ashley,2019) This research method is to study the conceptual meaning of things, not to count or measure things. This study can explain why and how a phenomenon may occur, rather than how it happens.(Howard,2012)

This project uses qualitative research method in the analysis of hotel problems. This research method can accurately understand the causes of the problems, so as to formulate targeted solutions to the problems. This project conducts qualitative research on human resource allocation in off-season and off-season, and helps hotels to develop targeted solutions.

Research Results

5.1 Research Results of total allocation of human resources

The total allocation of human resources refers to whether the total allocation of human and human resources corresponds to the quantitative relationship between human and human resources, and how much labor is needed by each department. But this quantitative relationship is not absolute, but changes with the operation of enterprises. (Nedzelský,2016 )
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Figure1:Human Resource Allocation Map of Yashan Eco-Hotel
Yashan Eco-hotel is full-time staff. According to the interviews with the managers of various departments, the demand of labor force in the catering Department of Yashan Eco-hotel is three times as much as usual in peak season, while there are only 88 employees in the catering Department of the hotel, including 22 chefs, 50 waiters and 16 cleaners. The serious shortage of labor force leads to the cancellation rate of hotel customers orders at 5%. In peak season, restaurant orders can reach 400 per day, which makes the restaurant need more waiters and cleaners. According to the feedback from the catering manager, at least 30 additional attendants and 10 cleaners are needed during the peak season to ensure that all orders are fulfilled. 

According to the feedback from the manager of the catering department, in the off-season of the hotel, there will be 40% surplus labor in the catering department. The orders of customers in the off-season of the hotel will decrease, and the demand of employees in the catering department is lower than the supply, which makes some employees have no workload. In addition, according to the feedback from the Housekeeping Manager, there are 36 staff members in the Housekeeping Department. In the peak season, there will be a shortage of labor. Sometimes the guests can not get timely cleaning after checking out, which leads to the low rate of hotel room mobility, resulting in multiple full rooms, unable to meet the needs of customers, thus causing nearly 3% customer loss to the hotel. However, in the off-season, the actual labor demand of the Housekeeping Department is 50%. Nearly 15 employees have not been assigned to work. Currently, the hotel can only arrange shifts for employees in this situation. In the peak season, the hotel lost nearly 3% of its orders due to the lack of labor force, and in the off-season, the hotel labor cost increased by nearly 12%.

5.2 Research Results of Employee Workload

The workload of employees will directly affect the quality of work and service level. The activities of the organization are interrelated and interdependent, and the allocation of human resources in each department should be in line with the workload it bears. Whether the workload is too heavy or the workload is too light, it is not conducive to the rational allocation and use of human resources.(Steven,2016 )

According to a survey of hotel catering managers, the workload of employees during the peak season of the hotel increased three times as much as usual. In the peak season, the working hours of catering staff are 12 hours a day. The working procedures of catering department are tedious, the preparation work is needed, and the cleaning work in the dining area is almost no rest time. This makes the staff bear tremendous work pressure, thus affecting the quality of work. In the peak season, the catering department often receives complaints from customers, the complaint rate is as high as 8%.

Requirements for Solving the Problem of Human Resources Allocation
The total allocation of human resources can fully reflect whether the workload corresponds to the number of employees. How much labor is needed to accomplish everything, and enterprises can take timely measures when excess or shortage of labor is found. In the off-season hotel catering department, there is a surplus of labor. To solve this problem, hotels need to monitor the total allocation of human resources and take precautions in advance. For the problem of labor shortage in peak season, hotels also need to take measures in advance to avoid affecting the service quality of hotels after the occurrence of the situation. (Eskerod,1998) The human resource structure of the hotel can also clearly reflect the actual use of human resources in various departments, and through the analysis of the working ability of employees, they can be arranged in the corresponding positions, which can make human resources get full benefits, but also improve work efficiency. The management of workload is to monitor the workload of employees, which can reflect whether the number of things is compatible with the workload of employees, so as to ensure the quality of work of employees. (Lúcio,2013) In the peak season, because of the shortage of labor force, the hotel staff bear a huge workload, which affects the quality of work, so that the complaint rate of the hotel is as high as 8%. Reasonable allocation of human resources can effectively improve the workload of employees, which is the rational use of hotel human resources.

Manager
For the managers of all departments, in the off-season and peak season of the hotel, it is necessary to monitor the allocation of human resources in a timely manner, find problems and report them to the top managers. Every quarter, the hotel's human resources allocation needs to be investigated to find out the current actual utilization rate of human resources and find out the possibility of causing actual waste.(Khanizad,2018) And make an analysis report to analyze the problem in depth. For the redundant labor force appearing in the off-season in various departments, managers also need to conduct regular surveys and statistics. The redundant labor enterprises need to be resettled through a variety of channels. They can implement the policy of post exchange, or analyze the hotel's labor demand before recruitment, and recruit the corresponding number of employees according to the actual situation of the hotel.(Boyd,2017) In addition, managers can contact labor dispatch companies and reach agreements with them to regularly provide the hotel with the required labor force. In peak season, when the hotel is short of staff, managers need to make internal adjustments, which can reduce risks and costs. Secondly, managers can consider external supplements, recruitment and secondment measures. But these tasks need to be implemented before the hotel enters the peak season.

The task of human resources management is to allocate and use human resources reasonably and to improve the input-output ratio of human resources. To make rational use of human resources, it is necessary to have a detailed understanding of the composition and characteristics of human resources. Therefore, managers need to fully understand each employee's ability to work, according to the degree of difficulty in selecting employees with the corresponding level of ability to complete.(Majeed,2018) In order to make full and reasonable use of human resources, we should arrange the corresponding positions according to the differences of employee's ability and level, so as to make the level of personal ability adapt to the requirements of the position. Managers need to take skilled training methods to improve the working efficiency of hotel employees whose quality is lower than the requirements of the current position. In addition, for those employees whose quality is higher than the current position, managers need to upgrade them to higher positions, so as to enable them to play their abilities and help enterprises achieve their goals.

Hotel managers also need to monitor the workload of employees and pay close attention to whether the workload is compatible with the workload of employees. Organizational activities are interrelated and interdependent. Managers need to arrange appropriate workload for employees while ensuring the quality of their work. (Jason,2015)Employees should have moderate labor intensity and working hours, not exceeding a certain range, and should form a reasonable pressure and motivation, while maintaining the health of employees. If the workload is too heavy, the workload should be reduced or a new post should be created to share the work of the original post; if the workload is not enough, the corresponding post should be considered to merge or increase the work content of the post. Whether the workload is too heavy or the workload is too light, it is not conducive to the rational allocation and use of human resources. (Alison,2016)

Employee

As hotel staff, they need to obey the management's assignment, and cooperate with the manager to effectively allocate human resources. Honest performance of their ability to work, incompetent work to timely feedback with managers, or to ask managers to arrange for other personnel to assist. Employees need to communicate with managers in a timely manner. If the workload affects the quality of work, they need to give feedback to managers. For their incompetent work, they need to communicate with managers in a timely manner, requiring that they be transferred to jobs that are consistent with their abilities. (Chris,2016) Employees need to fully understand the human resources allocation structure of the enterprise, clearly understand the work area and the corresponding work content.

The Strategic Programme and Implementation of Solving the Issue

Specific Strategic Programme

Re-formulate the allocation plan of human resources according to the demand of hotel labor in off-season

This paper analyses the human resources allocation of hotels in off-season, redistributes the human resources of hotels, and dispatches the surplus labor under the condition of guaranteeing the basic labor force. Screening the employees whose labor contract is about to expire and selectively terminating the labor relationship. In the off-season, the staff of various departments are trained to improve their working ability, to ensure the quality of work in the peak season, and to improve the service level of enterprises.

Re-formulate human resource allocation plan according to the demand of hotel labor in peak season

According to the analysis of the human resources distribution in the peak season of hotels, the departments with labor shortage were investigated. Evaluate the staff of each department of the hotel, analyze their working ability, and transfer some staff from other departments to this department according to their working ability. In peak season, according to the demand of labor force, the hotel catering department and the hotel room department should increase the labor force to ensure adequate labor force. Cooperate with the labor dispatch company to provide the required labor force for the hotel in the peak season. Make 6-month short-term labor contract for hotel peak season, fully guarantee the labor force.

To improve the service quality of hotels in peak season and reduce the rate of complaints, formulate targeted programs

In the peak season, the reward and punishment system is used to manage the quality of employee work. Ensure that every position serves customers with the highest standards of service. The staff of the catering department should complete all customer orders on time and ensure the quality of service.
Implementation of Strategic Programme

Re-formulate the allocation plan of human resources according to the demand of hotel labor in off-season
Yashan Eco-hotel currently has 88 employees in the catering department. In the off-season, 40% of the workforce is surplus, which shows that the actual demand of the hotel labor force is 52. According to the previous three years of hotel off-season labor demand situation summarized and formulated the table. Screening the labor force of catering department, screening out the staff who expiration of the labor contract, and screening according to their own working ability and the needs of enterprises, renewing the service contract that meets the needs of hotel positions, terminating the service contract directly after the expiration of the remaining contracts, and controlling the labor force to 52 employees as far as possible. In off-season, employees are trained in turn for a period of one month. After the training, each employee will be assessed. Employees who fail to meet the assessment requirements need to obey the management's assignment.

Re-formulate human resource allocation plan according to the demand of hotel labor in peak season

This paper makes an analysis of the labor demand of the hotel departments in the past peak season, and presents the results in the form of tables, and compares the results with the existing human resource allocation. Meetings and discussions were held between catering and guest room departments in the face of severe labor shortages. In the peak season, the actual labor force required by the catering department is 128 employees, while there are only 88 employees, 36 employees in the housekeeping department and 46 employees in the peak season. The shortage of labor force results in the order can not be completed on time. In the peak season, the hotel formulates a six-month short-term service contract, which is used in the peak season. About 30 employees are recruited. After six months, the hotel decides whether to continue using the staff according to their performance. The hotel has signed a cooperation agreement with the local labor dispatch company. When the hotel can not recruit enough labor force in the peak season, the labor dispatch company needs to provide the corresponding labor force for the hotel according to the needs of the hotel, and ensure that the labor force provided has sufficient working capacity. Before the hotel enters the peak season, the managers of various departments make predictions and analyses according to the existing labor force situation, and will submit the increase of labor force to the human resources department, which will communicate with the labor dispatch company.

7.3 The Cost Effective Plan to Implementation of the Project

	
	Project cost(RMB)

	Project benefit(RMB)

	Short term contract
	370000
	480000

	Labor dispatch company cooperation
	190000
	200000

	Training program
	80000
	30000

	Total 
	640000
	710000

	Cost Effective: 1.101


Evaluation the Project

Advantages

The cost-benefit of this project will to be high, which means that the benefit of the project itself to the enterprise is higher than the cost of investment. This is a project that can solve the problems of the enterprise and bring corresponding returns to the enterprise. The project has a strong flexibility, and can be modified according to the actual situation of the hotel at any time. This project has no limitations, which helps the hotel to solve the problem of human resource allocation, but also helps the enterprise to reduce labor costs and improve the quality of work of employees. It is the full use of the hotel's human resources. In addition, the implementation conditions of this project are not limited, which can solve the core problems of the hotel intuitively and help the hotel to have a better human resources allocation system. This project can accurately analyze the hotel problems, and according to the analysis results for the hotel to develop a detailed solution.

Disadvantages

Hotels need a long period of research and probation before implementing this project. It takes a long time to analyze the allocation of human resources. Therefore, this project can not quickly show the substantial benefits to enterprises. In addition, the talent market is constantly changing, so this project will be affected by the talent market.
Conclusion
In conclusion , a reasonable allocation of human resources can help hotels make full use of human resources, thereby reducing human costs. Analyzing the existing human resources allocation, according to the labor demand of various departments and the labor demand of different quarters, we can make full use of human resources. On the one hand, it can improve the management efficiency of enterprises, on the other hand, it can also reduce the work pressure of employees and improve the work efficiency. Reasonable allocation of human resources can help hotels to accomplish their work efficiently and achieve their corporate goals.
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Appendices

Human Resource Allocation Map of Yashan Eco-Hotel
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SWOT analysis of Yashan Eco-Hotel
SWOT analysis is most commonly used by commercial entities and can be used to evaluate plans, products or projects. SWOT analysis is usually used at the beginning of strategic planning, which can support decision-making.(Rouse,2017) SWOT analysis can help an enterprise understand its competitive advantages and identify potential opportunities for development, while reminding them of the threats that may hinder achievement.(Anja,2009)

	Strengths


	Weaknesses

	Yashan Eco-Hotel is rich in service items, not only a single dining room service, but also many scenic spots for customers to play.

Hotel decoration style is unique, with the theme of landscape retro style, showing the local history and culture.

The hotel has a high-quality and professional staff team.
Yashan Eco-hotel is the only eco-theme hotel in the area, and it is also the largest hotel in the area.

	Hotels are built in a small city and do not have high popularity in large cities.

The hotel is built in the suburbs. Customers need to travel a long way to get to the hotel.

The hotel customer group has its limitations, the hotel price is high, and it is suitable for the high-income customer group.

	opportunities
	Threats

	The country is now vigorously developing tourism, which is an opportunity for Yashan Eco-hotel to help the hotel improve its visibility and attract more tourists.
	In recent years, with the rapid development of the hotel industry, Yashan Eco-Hotel is facing many competitors, such as Xinyuan Hotel and Jinlian Eco-Hotel.


PEST analysis of Yashan Eco-Hotel
A PEST analysis is a strategic business tool used by organizations to discover, evaluate, organize, and track macro-economic factors which can impact on their business now and in the future. The framework examines opportunities and threats due to Political, Economic, Social, and Technological forces. Outputs from the analysis inform strategic planning processes and contribute to market research.(GroupMap,2019)
Politics

Since 2015, China has been vigorously supporting the development of tourism. Jiangxi Province is the target of support for key tourist cities. The government advocates the development of domestic tourism market, which creates a good development space for Yashan Eco-hotel.

Economic

In recent years, China's quality of life is constantly improving, and per capital income is also rising. More and more people choose tourism projects, which is an important factor in promoting the development of tourism.

Society
China is a culture that pays attention to traditional history. Chinese people are keen on some traditional buildings and design styles. Yashan Eco-Hotel restores the local history, culture and architecture very well, which has become a highlight attracting tourists.

Technology

With the rapid development of network technology, network information can be rapidly disseminated, thus helping hotels to improve brand awareness. The mature technology of network can provide online booking service for customers conveniently, and the convenient service mode attracts more customers to choose tourism projects.



