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[bookmark: _Toc113453717]The case of a restaurant chain: Bill’s Ltd 
In this report I will develop a Human Resources plan to meet identified Personal Development needs and expectations of employees in Bill’s Ltd, a restaurant chain with a 100M annual turnover, 3000 employees and 70 UK branches (MarketLine.com). For the purpose of this paper I will use the example a new project at Bill’s for which I would try to engage employee commitment.
Bill’s is applying a new way to serve food, with commis (junior chefs) bringing food in trays on the floor, from which the servers will serve. This new method is difficult for servers because of the narrow space between tables. Employees report feeling anxious around commis waiting and carrying these huge trays. The aim is to critically evaluate different vehicles studied in class and explain how they can be appropriated and used at Bill’s for the satisfactory development of individual employees, in order for such innovative approaches to succeed. 
The biggest challenge facing Bill’s today is the ‘Great resignation’. New HR strategies, such as employees’ PDP, IPRP, coaching and training are a must for Bill’s survival. Additionally, establishing a creative positive culture, adaptability and flexibility would positively impact the operations at Bill’s.
[bookmark: _Toc113453718]Specific HR challenges 
Legge (1989: 25) argued that HR policies together with strategic business planning can be and used to “reinforce an appropriate (or change an inappropriate) organizational culture, […being a] valuable source of competitive advantage […] tapped most effectively by mutually consistent policies that promote commitment and which, as a consequence, foster a willingness in employees to act flexibly in the interests of the ‘adaptive organization’s’ pursuit of excellence” (Armstrong 2010, p. 29). So, it is important for Bill’s to focus developing employees’ commitment because in the service industry, only a committed employee can provide value to the customers.
Another function of HRM is associated with evidence-based management, that is, the collection and evaluation of data about employees through careful technics. The purpose of this “people data” for HRM is to make evidence-based decisions. As observed by Reay et al (2009: 13), the watchwords are “evidence before action”. (Armstrong 2010, p. 218). However, in my experience this type of practice is not always appreciated: employees feel watched by “police” who would use “punishments” if they do something wrong.
The outcomes of these analyses must put into practice, which is the most challenging part of the HR strategy. As Gratton (2000: 30) commented: “There is no great strategy, only great execution” (Armstrong 2010, p.89). Furthermore, the line managers have to get involved and implement the HR strategies efficiently, as they are responsible to put the theory into practice. However, the role of line or senior managers as well as HR professionals in Bill’s restaurants are limited and therefore is a big gap between theory and practical achievement when they try to implement a new programme.
[bookmark: _Toc113453719]Overall employee feedback 
Visiting Glassdoor.com, a website where employees evaluate their companies, Bill’s (Figure 1) has an average overall rating (3.3/5) with a low evaluation of senior management (2.9), compensation and benefits (2.8) and work/life balance (2.8). Diversity and inclusion are the best evaluations of Bill’s.
[image: ]
Figure 1. Working at Bill's: Results of 406 anonymous reviewers (Glassdoor.com)

Compensation and benefits are fixed by HQ, so HR mainly executes the strategy. I think that as HR we have an opportunity to boost culture and values, as well as work/life balance, which we can do through developing the employees. It is also important to develop better relations between employees and senior management.

[bookmark: _Toc113453720]HRM and the Performance Management Cycle
HRM was defined by Boxall and Purcell (2003: 1) as “all those activities associated with the management of employment relationships in the firm. Boxall (2007: 13) noted that: ‘Human resources include the knowledge, skills, networks and energies of people and, underpinning them, their physical and emotional health, intellectual capabilities, personalities and motivations” (Armstrong 2010, p. 24).
An HR officer should be able to apply several theories, techniques and vehicles to help employees improve their skills and achieve both personal and organisational goals. It is crucial for employees to keep a life-work balance and improve wellbeing within the workplace and HRM is responsible to make this happen.
HRM must provide training, effective coaching, workshops, to encourage, support and engage employees to succeed the organisation goals. Guest (1999: 6), concluded from his research that: “It appears that workers like their experience of HRM. The more HR practices they are currently experiencing in their employment, the more satisfied they seem to be and the better their psychological contract” Armstrong 2010, p. 38).
But perhaps this is the theory and in practice things are not done this way. Let us look at the example of Bill’s Performance Management.
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Figure 2: Performance Management Cycle (valamis.com)

The cycle model of Performance Management is a good expression of what HRM can do best for an organisation. This strategy requires careful planning, monitoring, reviewing the results and rewarding employee performance when things go right in a new project. This model can boost employee motivation, because it creates the opportunity to review the processes and be flexible, and therefore increase productivity.
In our example of a new way to serve food on the floor, my own experience shows that the PM cycle was not followed on each step: 
· First, I don’t know when the planning was done, but when the new strategy was explained to the employees there was no explanations, the novelty was introduced immediately without any clarifications. Moreover, there was no SMART goal setting such as, it must take less time to serve for each server, or it higher customer satisfaction must be created.
· Today there is a lot of monitoring: managers are asking employees for feedback to identify the obstacles. Employees have a lot of anxiety because there is not enough space for the commis to stand with these heavy trays on the floor. Moreover, they cannot see the benefit because the objectives were not explained.
· The cycle seems to be stuck at this phase of reviewing, because there is no flexibility on the side of the management to question if this goal was realistic and appropriate for the restaurant. Even if employees say they cannot perform this way, they still have to do it this way. 
· Finally, there is no particular rewarding, only punishment if the employee does not follow the procedures. This creates a lot of frustration and dissatisfaction, even if employees do the job well, nobody notices.
[bookmark: _Toc113453721]Critical evaluation of development vehicles at Bill’s Ltd
1. [bookmark: _Toc113453722]360-degree feedback
“360-degree feedback encourages a culture of self-evaluation and constructive criticism, which makes all members of the company participants in its process” (Smowltech.com, 2022).
360-degree feedback is a performance evaluation tool which allows to identify the strengths and weaknesses of the employees in order to help them develop their skills within the organisation. The process includes multi-rate anonymous feedback from managers, supervisors, co-workers, team members and people which generally working with. It is the most revealing tool to collect appropriate information about employees’ performance and figure out ways to support them to improve productivity. 
Advantages of 360-degree feedback:
· Improve communication and awareness of individual performance
· Allow to identify gaps and improve professionalism in employees’ performance
· Allows HPM to make action plans upon these results and improve employees’ performance and productivity
· Create room for self-evaluation and personal development
· Promote dialogue and improve working relationships  
Disadvantages of 360-degree feedback:
· Could cause anxiety and stress to employees 
· Employees can fake the answers if the don’t feel trust in the process 
· The process requires consistent training of supervisor managers to gain the feedback evaluation process and get honest results
Putting this tool in practice in Bill’s would be valuable because we could identify problems about employee performance that are not visible by management. As I said earlier, at Bill’s there is a lack of communication between management team and employees. The problem is that employees do not feel trust, they do not feel appreciated and valued so they would not tell the truth to their supervisors. But HRM can inspire an attitude of solidarity and show that we can all help each other, get better, through a 360-degree feedback. Managers and supervisors are also evaluated by employees. By knowing what it is that we can do better, according not only to the supervisor but also our team members we can boost motivation and productivity. 
Let’s take this to practice in Bill’s restaurant and imagine what could be the average outcome for an individual waitress who has to cope with the new serving scheme (using commis on the floor after questioning people she has working relationships with. Here is an an example of closed questions feedback (Yes vs. No) and 5-points scale (fully disagree to fully agree) feedback. Relevant open questions can be used further. 

	QUESTIONS about employee A (Lena)
	YES
	NO

	Lena is a hard worker 
	x
	

	Lena is a good team player
	x
	

	Lena is open to receiving feedback
	x
	

	Lena is never late for her shift 
	x
	

	Lena is a good communicator with co-workers 
	
	x

	Lena is a good communicator with customers
	
	x

	Lena can deal with stressful situation 
	
	x

	Lena can make good decisions 
	
	X

	Lena can solve problems
	
	



	QUESTIONS about employee A (Lena)
	Fully Agree
	Agree
	Don’t Know
	Disagree
	Fully Disagree

	… is a hard worker 
	x
	
	
	
	

	… is a team player 
	
	x
	
	
	

	… is open to receiving feedback
	x
	
	
	
	

	… is never late for the shift 
	x
	
	
	
	

	… communicates well with co-workers 
	
	
	
	x
	

	… communicates well with customers
	
	
	
	x
	

	… deals well with stressful situation 
	
	
	
	
	x

	… makes good decisions 
	
	
	
	x
	

	… solves problems 
	
	
	
	x
	



In this example, Lena is perceived by her co-workers and managers as a hard worker, supporting her team when needed, reliable. However, it also looks like she needs to improve her communication skills and it is possible that she needs further training to improve her knowledge and get her confidence. With the new serving scheme, Lena will probably feel stressed and not communicate with her co-workers, which will probably lead her to feel frustrated and be less productive. It is important that she gets some feedback and special training.
[bookmark: _Toc113453723]Individual Pay Related Performance (PRP)
PDP, together with regular appraisal is an essential motivation tool and would be beneficial for employees and the company. It would increase productivity and the quality of customer service and reduce employee errors and wastage. 
Rishad Premji, executive chairman at Wipro believes that “people don’t experience your values; they experience your behaviours. They experience the way thinks happen, implicitly and explicitly, inside an organisation” (Mckinsey.com, 2022). According to this, the managers’ and HR behaviour can influence motivation through recognition and pay rewards. The aim of PRP is to increase job satisfaction and productivity but also to decrease the turnover within the organisation.
It is difficult to measure individual performance in Bill’s restaurants because service is a team project. Some employees receive tips from the customers, but applying different pay according to performance is perceived as unfair. It is easier to evaluate team or branch performance. For example, specific profit goals are set for specific period, and raises or the bonus can be attributed to everyone. 
However, it is important that HRM convince the employees that their performance is considered and that will have merit-based increase in their pay. So, in our example, when a new serving scheme is introduced, it is important to inform employees that if everything runs smoothly salaries will be reviewed in a given time period according to their success in the new serving style. This way the employees feel that will receive rewards and benefits for their hard work and their personal achievements based on their competences. 
[bookmark: _Toc113453724]Management by Objectives 
Driven by SMART objectives we can build a high-performance culture in Bill’s restaurants together with regular appraisals, giving staff recognition and not only PRP, providing opportunities for personal development and growth. MBO relies on clear and appropriate goals for each type of job, for the new serving scheme for example, chefs must “reduce the time to prepare a tray by 5 minutes” commis to “reduce the number of accidents on the floor by 10%” and waiters reduce the serving time for each table by 5 minutes” etc.
How we will do that? by clearly defining objectives, obtaining agreement, encouraging job satisfaction and treating everyone fairly with respect. We claim commitment and therefore all managers and team leaders must take the time to put an effort and support employees individually: meet with all waitress, bartenders, kitchen staff and so on, help them set goals and to meet their full potential in the new scheme. Obviously, the goals should be aligning with organisational goals and culture. Then, managers monitor the process of PDP not only by results but also by can do attitude and behaviour. 
[bookmark: _Toc113453725]Professional development plan (PDP) at Bill’s Ltd
At Bill’s we would need to develop specific areas, to improve skills, knowledge, health and safety and create an excellent experience for customers. In order to do so, we would offer training, coaching, workshops from experts. The objectives are Specific, Measurable, Achievable, Relevant and Time-ground (S.M.A.R.T).

	Development Objectives
	Priority
	Activities to be undertaken
	Resources
	Target Start Date 
	Target End Date
	Criteria for Success 

	Learn how to use PDQ machines to take payments and close bills
	Important (skills-customer service)
	Training new starters 
	Line managers 
	1st of the month 
	3 months
	Every day by managers

	Familiarise yourself with set menu 
	Very important (knowledge) 
	Food tasting 
	Head chef to organise the food tasting with line managers 
	1st of the month 
	7th of the month for a year
	Daily checking by managers on the floor

	Learn the 14 allergies 
	Extremely important (knowledge-health & safety)
	Training to new starters-team members on the floor and kitchen
	Head office to organise training with experts
	1st of the month 
	End of the month for a year
	Daily checking by managers and sef 

	Cocktail training
	Very important (skills-knowledge- minimise waste)
	Training all new bartenders 
	Head bartender of the company
	Every Monday
	End of the month for a year 
	Managers 

	Learn the 10 steps of service 
	Very important (create great experience for customers)
	Workshop for host and waiters
	General managers of the branch 
	1st of the month 
	End of the month for 3 months 
	Managers


[bookmark: _Toc113453726]Conclusion & Recommendations 
Bill’s restaurants today suffer from high turnover and employee dissatisfaction especially in their work/life balance and relationships with management. HRM has many strategic vehicles to change this situation and create a new culture of communication, flexibility, human values. This would boost the productivity of the employees who can provide more customer satisfaction, and contribute to the success of Bill’s. If the company does not focus on the employees the reputation of the service and the restaurant will go down and the future is negative.
According to 360 degree-feedback results we can build a strong culture based on recognition and rewards. Such regular appraisals and pay rewards are essential. In addition to that, we need to add value to management performance and focus on communication, training, leadership and coaching. Managers and team-leaders must follow training programmes as they need to lead by example, have the tools to support and reward employees fairly with new mindset. Only then we will reach high performance and meet our true potential, both the employees and the organisation. 
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