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[bookmark: _Toc178670972]Executive Summary
This consultancy report presents and analyses contemporary labour issues of the Fairmont San Francisco which is a famous luxury hotel in San Francisco situated at Nob Hill. Formed in 1907, the hotel claims to offer its clients attractive services, wonderful locations, and accommodations. However, staffing remains an issue of concern, an area where the firm has been struggling to secure competent staff mainly because of the recent high turnover rate of employees in the food and beverage service department.
The main problem is a severe shortage of employees, especially in the food and beverages department, which has been discussed in this report. The guests have reported cases where one drink consultant is expected to serve up to 450 guests. This has led to enhanced workload pressure on the existing members of staff, which in turn has also resulted in huge stress as well a breakdown of morale among employees. This has led the employees to call for better remuneration along with improved working conditions, which is expected to hamper with workplace productivity and operational efficiency (Brandon-Jones et al., 2016). This issue is not unique to The Fairmont because the report by AHLA has estimated that 80% of the hotels in the USA are experiencing this same issue regarding staffing shortage. Especially within the housekeeping department, 50% of the hotels said they are seeking for employee retention to fill the gaps. Average wages for hotel employees have increased by 26% since the outbreak of the pandemic. However, 75% of employees still cannot make ends meet due to the increased rents and prices for necessities in San Francisco. This has led to multifaceted labour relations that demand intervention that is urgent and well thought through.
An examination through the PESTEL and SWOT frameworks for analysis reveals several factors that have led to the issue of labour shortage. On the political side, the hotel industry has encountered a persistent problem of a shortage of workforce due to massive layoffs caused by the Covid-19 pandemic. There is an increased cost of living, while wages have remained relatively low, and therefore, the level of dissatisfaction among the employees has gone up. Such a situation has played a huge role in terms of making the hospitality industry uncompetitive in the employment market. Other social factors in the workplace have added another layer to retention rates and corporate culture due to employees' burnout and mental issues. The technological evolution has made it evident that there is a need for flexibility in staffing, thereby making it easier to meet the staffing needs. Also, internal strengths, including brand reputation, high-average guest ratings, and sustainability focus, can be used to respond to these challenges appropriately. Based on the findings, several key recommendations are also proposed in this report, whereas a short overview of them is presented as follows-
Implementing Competitive Wage Structures: Performing competitive analysis to review basic pay against other similar luxury hotels around and make the necessary updates where necessary. Effective communication of wage changes will help the staff to understand and embrace the change, resulting in productivity among employees.
Enhancing Recruitment and Retention Strategies: Cultivating reference programs that will serve as motivation for current employees in providing the right candidates. Ensuring that the hotel forms strategic relations with localised hospitality institutions to provide training internship opportunities to the learners and could offer them permanent employment if qualified. In turn, recognition endeavours can also increase the levels of motivation of employees, making the organisational culture better. Proper onboarding and follow-ups will ensure that new employees stay with the organisation and that they are appreciated within the organisation.
Optimising Staffing Levels: Depending on historical data, one should try to foresee the possible high workload and adjust the number of employees correspondingly. This entails putting into practice such a policy as flexibility in working hours such that the staff can select the working hours that best fit them, and yet the scheduling is done effectively for the increased working period. It may also be appropriate for the hotel to adopt cross-training which helps in achieving operational flexibility as the employees get to understand several tasks in the hotel (Brandon-Jones et al., 2016).
Investing in Employee Well-Being Programs: Offering health promotion programs such as physical activity, stress management, and EAPs to reduce employee burnout and increase engagement levels. They can be effective in improving organisational health at the workplace and give the signal to employees that their health matters to the hotel.
This is because the expected consequences of these recommendations for change are higher levels of employee satisfaction and retention, higher levels of quality guest services, and a better brand image. These imply other programs aimed at enhancing organisation culture that promotes staffs’ contribution and overall health. Neglected costs relating to these initiatives are estimated to cost between $575,000 and $825,000 in the 1st year only. While the corresponding benefits that accrue from ensuring a lower turnover rate, high service quality, as well as improved revenue, go a long way in explaining the hotel's sustainability and profitability.
An action plan is also highlighted in this section to show how The Fairmont San Francisco can tackle such labour challenges systematically. The plan provides for the identification of precise issues, measures, objectives, timelines, and cost estimates where each of the recommendations will be implemented, which makes the procedure easily executable.
Thus, it is evident that implementing the proposed strategies to address the labour shortages in Fairmont, San Francisco, will promote employee satisfaction, increase the quality-of-service provision, and improve the competitiveness of the hotel in the context of the hospitality industry. The adoption of the mentioned recommendations will enhance the hotel as a one-stop luxury destination while at the same time promoting employees’ welfare.
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This consultancy report will be based on The Fairmont San Francisco, a luxurious hotel situated in Nob Hill, famous for its location that offers spectacular views of the city and the San Francisco Bay. This hotel was founded in the year 1907, and it has long been recognised as one of the leading and most prestigious hotels in the region (Fairmont San Francisco, 2024). The hotel offers a wide range of luxurious services in the light of high-end accommodations and additional facilities for its guests. Fairmont has 606+ rooms for guests and 62 luxury units for lodging, and each of the designs is well-equipped to provide comfort and leisure (Fairmont San Francisco, 2024). As per the present scenario, the hotel is experiencing severe shortages of staff which is a real problem within the domain of maintaining service quality as well as the general satisfaction of the guests.
[image: ]
Figure 1: Fairmont San Francisco Logo
(Source: Fairmont San Francisco, 2024)
The aim of this report is to critically examine the major problem of the Fairmont San Fransisco in the context of labour shortage at the service area of its food and beverage department. As per the post on LinkedIn, only one drink consultant has dealt with 450 guests due to limited staffing (LinkedIn, 2024). This has resulted in excessive work pressure on the current employees on the job, which in turn has led to ineffectiveness in service provision. This kind of pressure regarding offering seamless customer service in the light of lacking staff is not sustainable for the business and the remaining employees are consequently complaining about their working conditions. Therefore, the majority of the staff are now demanding improved remunerations and infrastructure as well as hiring a sufficient number of talented personnel to help them (Al-Sabi et al., 2023). Many of these staff members are represented by a union that has noted that staffing reductions that took place due to the COVID-19 pandemic have not been rectified by the firm. This has led to stress and dissatisfaction among the employees and guests as well (Chong et al., 2024). As per the report by the American Hotel and Lodging Association (AHLA), it has pointed out that 80% of the hotels are struggling to get employees to fill their vacant positions, and out of these, 50% need housekeeping staff most (AHLA News, 2024). While it is true that the average wages of the hotel staff have increased by 26% since the pandemic, though the shortage in staffing has created a huge gap in terms of maintaining operational effectiveness (Meetings Today, 2024). The staffs still feel that their wages are not enough due to the rising cost of living, especially in the urban areas where the hotels are located (Basnyat et al., 2024). It has become apparent that when wages rise, their costs also increase, which results in a critical issue of competitive wages for The Fairmont San Francisco. On the other hand, the lack of staffing at service area of the food and beverages department of this hotel has created a major hindrance in terms of maintaining the guest’s satisfaction and equal job distribution among the employees.
ABC HR Services is one of the prominent names of the consultancy business that focuses on labour relations and organisation management within the hospitality sector. The organisation come with extensive experience in dealing with the hotel's labour issues and improving operational procedures. Analytical frameworks which will be used in this report include PESTEL analysis, which is going to be used to analyse external pressures on labour availability in the light of political, economic, social, technological, environmental, and legal factors. Moreover, the SWOT analysis will make it possible to understand the internal and external strengths, weaknesses, opportunities, and threats in the present labour market that need to be considered by the selected hotel. Furthermore, TOWS analysis will be used to transform the identified problems into strategic opportunities and recommending them for The Fairmont’s operational growth. Using these analytical tools, this consultancy report will give a detailed evaluation of the labour challenges that are being faced by the Fairmont San Francisco. The objective of this report is to find strategic recommendations for increasing the level of employee job satisfaction and maximising the efficiency of service delivery to the hotel guests by overcoming the issue of labour shortage.
[bookmark: _Toc178670974][bookmark: _Toc181720924]Analysis
This analysis section aims to review and identify the fundamental factors originating from the labour deficit, effects on the Fairmont San Francisco hotel, and gaps with reference to the hotel brand image and sales revenue. To break down these issues systematically, the report makes use of PESTEL analysis to evaluate the external environment. In addition, it also uses SWOT analysis to evaluate internal forces and TOWS analysis to suggest the direction for improvement.
Labour Shortage Crisis: An Overview
The specific internal environment threat is that Fairmont San Francisco is experiencing a lack of employees most acutely affecting the organisation's food and beverage sectors (AHLA News, 2024). This has created a situation where grievances have been occasioned mainly by issues to do with wages as well as the adequacy of staff (Npr.org, 2024).
Impact on the Hotel
Service Quality: The service quality is the first to be affected by labour shortages, as is the case in most occupations. When hospitality organisations lack staff, guests are entertained slower and, hence, are dissatisfied with their experience (Ari, 2023). The Fairmont must serve guests to uphold its luxury service provision standards to remain competitive within the hospitality landscape at both domestic and global level.
Employee Well-being: The Fairmont San Francisco staff who were initially employed in a particular job end up doing more work than they bargained for; hence, they become stressed out (Castanha et al., 2023). Surveys have revealed that employees are working for many hours, and this makes the productivity of the organisation low and turnover rates exceedingly high. 

Figure 2: Impact of the Fairmont San Francisco
Financial Performance: Consequently, this results in poor guest satisfaction as the quality of services given reduces accommodation revenue. Also, it can be stated that service problems can result in a loss in the range of 20% in customer revisits, which would affect the total revenues and degrade its economic infrastructure (Cmm Online News, 2024).
Reputation Management: The negative experiences that the guests have are likely to construct a wrong picture of the hotel, which the guest will post on various platforms such as Trip Advisor, Google, and LinkedIn. Even in the luxury segment, negative word-of-mouth can also discourage consumers because some customers often doubt products with low ratings (Trip Advisor, 2024). This, in turn, can damage the reputation of the brand and might lead to a certain decline in the volume of customer retention.
Causes of Labor Shortages
Several factors contribute to the labour shortages faced by The Fairmont San Francisco are discussed as follows-
· Organised Employment: Post Covid-19 Developments
Layoffs and Staffing Cuts: The COVID-19 pandemic has led to the dismissal of many professionals from work within the hospitality sector. It found that many employees have shifted to other industries that were considered more stable, which in turn has left the hospitality industry financially straitened (Xie et al., 2023).
Wage Discrepancies: Despite the hotel industry staff having received a 26% average wage rise since the pandemic, insufficient staffing is still a considerable issue for operational management (Sfchronicle, 2024). From the employee’s end, it can be mentioned that their wages are inadequate for the current cost of living in San Francisco (Yeon et al., 2021). Such differences make staff look for better-remunerated jobs in other organisations, hence leading to a higher employee turnover rate.
· Industry-wide Challenges
High Turnover Rates: In the hospitality industry, the turnover rates have always been identified to be exceedingly high, with nearly 70% high turnover of all employees every year on average (Abolnasser et al., 2023). High-end demand and the relatively low remunerative nature of the jobs cause high staff turnover, because of which labour turnover becomes an additional concern.
Competitive Job Market: Competing investors like technology and retail industries pay better remunerations and packages; thus, it is hard for hotels to employ quality (Andrade et al., 2022).
PESTEL Analysis
	PESTEL Factor
	Description

	Political
	Laws relating to labour are rigid in California as to minimum wage and working conditions (Dogru et al., 2020). The present development in legislation concerning labour rights may have consequences on the maximum level of staffing cost.

	Economic
	It includes inflationary pressure, hence forcing most employee groups to demand higher wages due to the inflated cost of living (Davahli et al., 2020). The current scenario of a post-pandemic economic boom has also added to staff scarcity with rising standards of employment all around.

	Social
	The perception of work-life balance has changed over time, and employees demand flexibility and job satisfaction rather than advantages. They also claim that change that is occurring in the social dynamics is resulting in higher rates of turnover (Dogru et al., 2024).

	Technological
	In the area of hospitality, the application of technologies helps to minimise the tangible labour deficit due to the automation of cleaning services and, possibly, registration (Ghaderi et al., 2023). On the contrary, it may also cause job elimination and might lead to increased rate of unemployment.

	Environmental
	Rising anticipations of sustainability development make operations a bit more elaborate, and therefore, a workforce may be required for such a process.

	Legal
	It is important to ensure that the operations of the organisation meet all the set standards as formulated in the labour laws (Dogru et al., 2023). Failure to adhere to the requirement attracts legal repercussions as it has adverse impacts on the reputation and financial productivity of the hotel.



SWOT Analysis
	SWOT Analysis

	Strengths
	· Well-recognised brand reputation as a luxurious hotel with an existing history.
· Excellent location with a view of San Francisco hills (Fairmont San Francisco, 2024).
· They have a good standard of high-quality guest service and satisfaction.

	Weaknesses
	· Current shortages of human capital affect service delivery sharply (Ari, 2023).
· Higher volume of employee turnover and burnout.
· A few promotion opportunities within the company resulted in employee discontent.

	Opportunities
	· Possible chance to increase the effectiveness of training provided to existing employees and the overall talent attraction. 
· Strategic measured such as better wages, workplace harmony and provision of additional benefits might enhance the retention of staff (Basnyat et al., 2024).
· Full-scale adoption of technology to eliminate human interferences and thereby bring down the cost of human resources.

	Threats
	· Market oscillations impact on expenses of luxury lodgings for distinct reasons.
· Never-ending competition from other luxurious hotels such as Hyatt Regency, The Ritz-Carlton and others in the surrounding region (Dube et al., 2021).
· Recurrent scarcity of workforce and its impact on the organisational capacity (Hppr.org, 2024).



TOWS Analysis
	TOWS Analysis

	Strengths-Opportunities (SO)
	Using the brand image as a premier brand, implementing internships from the local hospitality schools to acquire fresh talents for partnership.

	Strengths-Threats (ST)
	Portraying the hotel’s good reputation to influence more attractive remuneration terms and to prevent high turnover and loss of talented staff.

	Weaknesses-Opportunities (WO)
	To counteract issues such as high turnover, financial investments should be directed toward wellness programs and training for employees.

	Weaknesses-Threats (WT)
	Developing a contingent staffing strategy that will consist of a more flexible working hours schedule and a reserve pool of part-time employees to minimise the effects of labour scarcity.



Positive aspects of its operation
· Managing Oneself at The Fairmont San Francisco
Since, The Fairmont San Francisco is dealing with rather extensive labour problems at the present stage, there are definite assets at the company which can be exploited to lessen adverse effects caused by these problems and improve the situation.
1. Strong Brand Loyalty: The Fairmont San francisco has the elements of luxury, quality service and commendable guest' satisfaction (Fairmont San Francisco, 2024). This hotel has built a good reputation over time that comes with a pool of customer traffic willing to check in the hotel. Therefore, for The Fairmont to leverage this strength it can strive to improve the levels of engagement amongst its employees. Through staff training and development, the hotel will be able to have a well-qualified workforce to deliver the customers’ expectations (Eid and Agag, 2020). A happy employee usually results in a visible level of service delivery which ultimately results in a high end of guest’s satisfaction and more returns. Thus, The Fairmont can also try to rebuild its service quality and retain its regular guests in the same way, so that employees feel healthier and happier under its corporate setting.
2. High ratings of Guest Satisfaction: Before the emergence of labour shortages, the assessment of service quality of The Fairmont San Francisco remained high. Such positive reviews call for an examination of the hotel industry in the context of delivering excellent customer experiences which can be fostered by addressing the staffing issues (Trip Advisor, 2024). Thus, it can be said that, once the staffing levels are brought back to the appropriate numbers, The Fairmont can begin to regain its earlier quality. However, the brand needs to focus on retaining new employees while improving the job satisfaction and performance level of the existing staffs by ensuring the employees are paid good wages, and working conditions are good (Wen et al., 2020). In relation to the above discussion, the improvement of staff well-being can lead to an improvement in service delivery to its guests and, therefore, the positive hotel image in the hospitality industry.
3. Commitment to Sustainability: The evaluation of a sustainability management system has also emphasised the significance of improvements over time in ensuring business sustainability at the Fairmont San Francisco. There are many people who appreciate establishments’ commitment to sustainability, and most of the tourists will be glad to stay in such a hotel. Building upon this strength can appeal to not only clientele who appreciate sustainability of the environment but also talent, who consider sustainability, and workplace harmony within their workplace (Thommandru et al., 2023). There are some of the strategies the hotel can take in improving the practice of sustainable practices. The hotel should encourage employee engagement in green programs and innovation when it comes to practices that will help the environment. Such inclusivity could enhance the development of staff pride and ownership, hence increasing organisational morale and staff turnover (Scheiber, 2022). Moreover, encouraging sustainability can function as an added value when advertising the hotel because very few companies go green in their operations and The Fairmont may fit ideally for this niche of the market.
Thus, not only can The Fairmont San Francisco identify and respond to the present labour conditions in the United States as a host country, but also, it can also capitalise on its organisational strengths. A strong emphasis on brand and guest loyalty, high scores in rated factors, and sustainability, are the factors that can contribute to the rebuild of the workforce and improvement of operation performance (Ozdemir et al., 2021). The situations that Fairmont faces with employees can be easily solved with proper approaches to investing in its employees. This also tends to improve the hotel's position on the market as a target guest destination in the hospitality industry.
Hence, Fairmont San Francisco is just like many hotels around the world experiencing severe imbalances of human resources. Hence, this poses a threat to its ability to run its operations with great efficiency, accommodate its clientele with comprehensive satisfaction and affects its financial bottom line (Nazarian et al., 2024). Drawing upon the initial data analysis by means of PESTEL analysis, SWOT analysis and TOWS matrix, this consultancy report has revealed certain issues and outlined relevant recommendations on how to tackle these issues. With these factors in mind, through employee satisfaction, increasing wages, and adopting innovative technology, The Fairmont can overcome current hardships and be prepared for successful development in the condition of bitter competition in the sphere of hospitality.
[bookmark: _Toc178670975][bookmark: _Toc181720925]Recommendations and Change Management
Based on the various labour issues that Fairmont San Francisco is experiencing, several recommendations have been developed to match Fairmont's goals and objectives in improving operation efficiency and ensuring that quality service is achieved at the hotel. These recommendations are outlined in detail together with an indication of how they will be implemented.
Recommendations
1. Promoting the Competitive Wages for Staff: With stipulated challenges in employee scarcity and the current increasing cost of living, there is a need for The Fairmont San Francisco to offer fair wages comparable to the general market prices for employees. This includes market research with a view of comparing its wages with other competing luxury hotels in the San Francisco area (Castanha et al., 2023). Adoption of a competitive wage structure will not only draw talent from other hotels, but it will also ensure that existing staff members remain with the organisation, necessary to deliver quality service.
· Implementation
Conducting Market Research: Consulting with a compensation expert to determine the current wage structures of the local hospitality industry to compare with the wage structure of The Fairmont (Dudley et al., 2024). This research should include more roles across hotel departments especially those departments that exhibit a shortage of employees.
Adjusting Salaries: According to the above research, it is important to revise the employee compensation status for present employees with a special emphasis on departments. This must be overwhelmed by scarcities of staff including the housekeeping services and the food and beverage service departments (Halvorsen et al., 2024). It is also essential that employing competitive wages should also be considered for not only the establishment costs but also the expertise of the staff.
Regular Reviews: Conduct annual assessments of wage policies to keep them relevant for the hotels (Han et al., 2021). This entails the ability to not only undertake a regular assessment of staff remunerations but also an assessment of the remunerational incentives offered to the staff.
Change Management and Communicate Change
It is also important to provide staff with a clear understanding of why wages must be changed, to gain support for change in the organisation.
Feedback Mechanism: Implementing organisational communication channel/feedback that allows employees to give their opinion/ complaint on the issue of compensation (Hsieh et al., 2023). Open discussions can be considered enforced by procedures such as weekly surveys or anonymous suggestion boards.
Potential Costs
The observed changes depend on the analysis and could cost the hotel an estimated $300,000-$500,000 the first year based on incremental wages for about 150 subordinate staff in different departments.
Success Measurement
Daily tracking of the turnover rates, conducting regular satisfaction surveys, and recruitment outcomes after implementing the ideas (Hu et al., 2022). Also, the time taken to fill the vacancies available can also be used to estimate the impact of the new wage structure being implemented.
2. Improve Staff Recruitment & Staff Retention Measures: It is recommended that The Fairmont San Francisco reviews its recruitment and applies better techniques it also needs to deal with a high turnover rate by having a good retention plan (Huang and Wang, 2023). This approach is important in developing a workforce that will produce satisfactory results as far as service delivery is concerned.
· Implementation
Referral Programs: The next policy to institute is the provision of staff referral incentives to which current employees must refer and present qualified candidates (Kwok, 2022). Several studies have found referred employees to be more satisfied, and to have higher rates of retention and job performance.
Partnerships with Local Institutions: Engaging local hospitality schools that would allow students to intern or be trained and offer employment opportunities (Lai and Wong, 2020). They need to establish these working relationships because they can generate a stream of effective talent ready to dive into the hospitality industry.
Retention Initiatives: Introduction of achievement award schemes to create reward power leading to a positive culture, and generation of professional advancement activities for employees (Lam et al., 2022). It must not allow weeks to pass by without acknowledging employee achievements to increase engagement in organisational work.
· Change Management
Onboarding Process: Improving the first days at the workplace and making new employees feel a part of the hotel. This could include the system of training such as the management of using veteran employees of the organisations as trainers to new employees of the organisation.
Regular Check-ins: Scheduling individual, face-to-face interactions with employees to hear their feedback and respond to feedback before receiving it (Liu-Lastres et al., 2023). Such check-ins should be incorporated as one of the processes in performance management.
Potential Costs
Recruitment and staff development may take about $150,000 in the first year, assuming it will need to spend money on referral schemes, training courses and other parties or celebrations for the staff.
Success Measurement
Comparing turnover rates of distinct roles, engagement survey results and the success of recruitment sources based on data analysis (Ari, 2023). Other information can also be gathered from exit interviews to help understand retention problems.
3. Optimise Staffing Levels: However, the large human resource demands put a strain on the available staff and affect the quality of services delivered at The Fairmont San Francisco, especially during peak season. It should consider adjustment of the manpower alongside the availability of speciality positions for speciality services (Ari, 2023). This optimisation will make sure that employees are not stretched to accommodate several guests and at the same time also make sure that guests in a luxury hotel are well addressed as they expected.
· Implementation
Data Analysis: To ensure consumers do not encounter extended wait times, the hours individuals probably will be arriving should be identified during coordination and staffing levels adjusted accordingly, using historical occupancy data as a guide (Adhikari et al., 2024). Seasonal fluctuations will assist the hotel plan for either increased or decreased business within a given period.
Flexible Scheduling: Using shifts among the staff to balance the time needed to perform duties since the staff can choose what shift to work during busy hours. Others like shift swapping improve on it.
Cross-Training Employees: Training the employees for more than one position so that the hotel can easily accommodate fluctuations in employee workload (Aharon et al., 2021). This also gives the employees a wider appreciation which can be beneficial to their job’s satisfaction.
· Change Management
Transparent Scheduling Process: Where possible, schedule the staff using software with an open scheduling program so that everyone is informed of the schedule. It should be noted that giving employees free access to schedule tools can help them take charge of their time (Ann and Blum, 2020).
Team Meetings: Periodically, conducting a team briefing on staff requirements and seeking feedback from employees specifically on shift desire, and organisational issues concerning shift work (Cheong and Law, 2023). This fosters a cooperation strategy plan with regard to a calendar.
Potential Costs
The investment required for the initial steps in the optimisation of staff levels would vary from $500,00 to $100,000 to cover software and further staff training in additional to cross-training activities.
Success Measurement
Monitoring about how busy the staff were, and how happy guests were during those times to determine if performance has been enhanced. Further, investigating their response towards workload or flexibility of the scheduling policies.
4. Ensuring that there is an Active Employee Well-Being Program: As such, effective well-being programs for the physical and psychological aspects of human capital are an aspect that The Fairmont San Francisco should consider reviving plagued human capital subject to burnout (Gupta et al., 2024). Employer and employee mutual benefit can be obtained through the enhancement of the welfare aspect.
· Implementation
Wellness Initiatives: Promoting the provision of wellness activities that include counselling, massage, and stress counselling (Han et al., 2021). Other opportunities for friendly competition might include a schedule of wellness challenges such as step challenges or group activities that bring people together.
Flexible Work Arrangements: It is recommended to search for options for telecommuting or for shifting work schedules, such as shift bending for some of the positions (Ingram, 2020). Since such options would be useful in meeting individual issues of the staff in question, while not compromising on service delivery, they encourage such provisions to be made.
Employee Assistance Programs (EAPs): It should make available EAPs that give counselling for personal or workplace problems (Kumar et al., 2024). The next organisational change is to frequently remind employees of the availability of the services.
· Change Management
Staff Engagement: Involving the employees in the formulation of wellness programs so that they can get what they want (Khan et al., 2021). Questionnaires or group discussions can reveal what seems most appreciated by staff in the context of wellness programmes.
Promoting Participation: Encouraging the people to engage in wellness activities and programs and offering motivating factors like offering for attendance or completion. Promoting participation can go a long way in making the hotel environment one that is healthy and supportive (Lai and Wong, 2020).
Potential Costs
An expense increase of approximately $75000 annually may be required to support the development of programs for employees, purchase of novel resources for well-being, and hiring outside experts.
Success Measurement
Self-administer surveys to gauge employee involvement in wellness programs, as well as job satisfaction, and engagement level both at pre-phases and post-phases of change initiatives (Lerena Rongvaux and Rodriguez, 2024). Health care-related absence rates can also be used to measure the impact of well-being programmes.
· Benefits of Implementing Recommendation
Increased Employee Satisfaction and Retention: Enhancing wages and incentives as well as utilising favourable incentives will cause better employee morale and decreased turnover in turn, avoiding expenses incurred in training and recruiting (Longart, 2020). Happy employees have been known to produce decent work and thus improve service delivery to the guests.
Enhanced Guest Satisfaction: Rushing of optimum staffing levels and enhanced general health of employees assures an enhanced quality of services that will automatically attract higher guest ratings and customer loyalty (Marques and Marques, 2023). Quality services can turn people who make a first visit into loyal customers through following visits.
· Costs of Recommendations
Wage Adjustments: About $300,000–$500,000 per year according to the industry benchmark and competition analysis.
Recruitment and Retention Initiatives: About $150,000 during the first year, including diverse types of programs increasing the employee’s involvement.
Staffing Optimisation Software and Training: Starting from approximately $50,000 up to $100,000 including the actual costs of software adoption and the costs of training sessions.
Employee Well-Being Programs: Indicating the expenses incurred during the year including $74, 966, toward the launch and establishment of wellness programs.
Total Estimated Costs: The estimated cost for overcoming the staff shortage can be outlined between $575,000 to $825,000 for the first year of repeat implementation, depending on how broadly and intensively it will be applied. However, these costs cannot be regarded as exceptionally large, because such amounts can be viewed as strategic investments in the employee recruitment, training and development.
· Impact and Success Rates of the Practice
To be able to assess the effectiveness of the adopted strategies, The Fairmont San Francisco should set objectives and targets regarding its employees’ and guests’ satisfaction and productivity. Some proposed KPI’s include:
Employee Turnover Rate: It is essential to track turnover rates before and after the increase in wages and the strategy for retaining employees (McKinsey, 2024). The reduction in turnover rates will point to increased employee satisfaction and commitment levels.
Employee Satisfaction Scores: Checking the employees' satisfaction with monthly or quarterly surveys to determine their morale and engagement. This data can be used to analyse the organisational potential and assets and look for possible pitfalls and triumphs that the organisation may be overlooking (Mehta et al., 2023).
Guest Satisfaction Ratings: Employing guest feedback surveys to ensure appropriate service delivery and general guest satisfaction. These high scores on the sites like TripAdvisor and Yelp benefit the hotel's image.
Occupancy Rates: Studying the occupancy trends over time, particularly before the project and at the time of the adoption of the staffing optimisation plan to assess the efficiency of the services (Mensah et al., 2024). Generally, the occupancy rates can have a clear-cut link to a better financial perspective.
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	Objectives
	Measurable
	Attainable
	Relevant
	Time

	Overcoming labour shortage
	Adoption of competitive wage system
	Increase the workforce by 25% with talented professionals
	Improved operational effectiveness.
	6 months

	Reducing employee turnover
	Strategic marketing for job vacancies and retaining top talents
	Lowering the employee turnover rates by 30%
	Enhanced workplace culture and increased customer satisfaction.
	8 months

	Sufficient staffing during peak seasons
	Offering special benefits and rewards to retain top candidates from the market.
	Retaining at least 20% of the current workforce.
	Improved workplace productivity, and increased guest satisfaction.
	6 months

	Improving job satisfaction and reduced burnout
	Restructuring workplace culture, provision of future growth opportunities and referral benefits
	Attracting new employees at a 35% of the current workforce
	Enhanced brand reputation and operational effectiveness
	10 months
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This action plan shows the following aspects of each recommendation, which include the problem, solution, intended result, timing, target date and resource expenditure. The action plan for achieving the SMART objectives mentioned above has been displayed below in a tabular format-
	Number
	Problem
	Solution
	Desired Outcome
	Time Scale
	Completion Date
	Planned Budget

	1
	Labour shortages
	The hotel adopted competitive wage systems by carrying out market price determination and setting wages (Mensah et al., 2023).
	Recruiting and retaining, leading to low turnover facilitates high levels of employee satisfaction (Schalk-Nador and Rašovská, 2024).
	6 months
	30/04/2025
	£300,000 to £500,000

	2
	High employee turnover
	Improving the employment process by developing referral schemes and employee recognition methods.
	Higher levels of employee satisfaction, and better retention of employees (Michael and Fotiadis, 2022).
	4 months
	28/02/2025
	£150,000

	3
	Insufficient staffing during peak times
	Flexibility enhances the proportion of employees through data analysis and organisational changes in work schedules and cross-training (Nazarian et al., 2022).
	Improved product quality during the high occupancy level and means that guest satisfaction will be high (Schalk-Nador and Rašovská, 2024).
	5 months
	31/03/2025
	£50,000 to £100,000

	4
	Employee burnout and dissatisfaction
	Focusing on the provision of wellness programs along with the development of programs for assistance to the employees (Ushakov et al., 2020).
	Better health of employees and, therefore, less time off for sickness and more motivation (Yang and Lee, 2023).
	6 months
	30/04/2025
	£75,000



Explanation of Action Plan Components
· Number: Every single initiative has the number for its identification appended to it.
· Problem: Enumerates the general problems relevant to The Fairmont San Francisco that can be analysed by way of the TLC model, including staff scarcity and high attrition rates.
· Solution: Outlines the planned strategic actions to tackle each of the problems, the wages, and recruitment issues anticipated.
· Desired Outcome: Describes the future expected outcomes of each solution on the overall organisational performance with special reference to the level of satisfaction of employees and quality of service delivered to clients.
· Time Scale: Shows the time that is expected to be taken to satisfactorily apply each solution.
· Completion Date: Entails a timeline for implementing those initiatives such that the progress can be easily monitored by establishing a timeline of when each should be done.
· Planned Budget: Outlines the amount of likely financial requirements for each solution, so that the hotel gets a clear picture of how much is likely to be spent.
This action plan is a guide for The Fairmont San Francisco showing the hotel how it can address current difficulties and adopt recommended strategies to overcome them.
[bookmark: _Toc178670977][bookmark: _Toc181720928]Conclusion
At the conclusive stage, it can be stated that, this consultancy report has provided a focus on how labour-related issues within The Fairmont San Francisco Hotel can be solved. The research highlighted the importance of ensuring operational effectiveness, boosting staff morale and job satisfaction for increasing the guest’s satisfaction and gaining competitive advantages. A deeper look into some of the areas regarding labour shortage have showed that staffing emergencies especially in the food and beverage services have led to heavy workload on the remaining employees that are retained compromising both the standards of service delivery as well as the guest satisfaction.
Some of these challenges have been influenced the operational effectiveness and customer satisfaction of Fairmont San Fransisco with more emphasis on low wages, high turnover, and staffing shortage in peak periods. In addition to the fact that the cost of living has gone up, which has put much pressure on employees at a financial level, businesses such as Fairmont San Fransisco hotel needs to offer an immediate attention to improve both remuneration and working conditions for the employees. Frameworks like PESTEL, SWOT, and TOWS have offered a detailed outline of the internal and external business environment, which in turn has aided in terms of getting a clear overview of the labour situation of the Fairmont. Such an understanding has helped in developing strategic recommendations, such as having competitive wage structures, improvement on the recruitment and retention policies, correct staffing levels and increasing investment in employee wellbeing.
The mentioned action plan has presented a course of key initiatives that can be adopted by The Fairmont to address and overcome these concerns related to labour shortage. It gives a roadmap through which the recommended changes can be affected. The expected consequences of these initiatives are higher levels of job satisfaction and organisational commitment of employees and, consequently, enhanced guest satisfaction and loyalty, as well as positive changes to the hotel's image. It is anticipated that considerable amounts of money will be spent during the initial periods of its operation. However, several benefits will be available in the future to maintain the hotel’s competitiveness among the tough rivals operating in the hospitality industry.
Overall, the findings provided in this consultancy report can be beneficial for The Fairmont San Francisco to deal with its present labour issues and safeguard its future from uncertain workplace or operational challenges. Implementation of these strategies can be advantageous for this firm in order to lead to increased workforce productivity, improved service quality and sustained organisational performance. All these efforts will be directed towards building a better organisational culture and fostering an engaged and effective workplace for a longer period of time. With productive workplace, improved job satisfaction and enhanced customer satisfaction, the brand named as Fairmont San Fransisco will strengthen its position as the market leader in the hospitality industry. 


[bookmark: _Toc178670978][bookmark: _Toc181720929]References 
Abolnasser, M.S.A., Abdou, A.H., Hassan, T.H. and Salem, A.E., (2023). Transformational leadership, employee engagement, job satisfaction, and psychological well-being among hotel employees after the height of the COVID-19 pandemic: a serial mediation model. International journal of environmental research and public health, 20(4), p.3609.
Adhikari, S.R., Shrestha, I., Adhikari, B.S. and Mishra, A.K., (2024). Social challenges of women workers in the hotel industry. International Journal of Interdisciplinary Research in Arts and Humanities, 9(2), pp.48-54.
Aharon, D.Y., Jacobi, A., Cohen, E., Tzur, J. and Qadan, M., (2021). COVID-19, government measures and hospitality industry performance. PloS one, 16(8), p.e0255819.
AHLA News, (2024). 67% OF SURVEYED HOTELS REPORT STAFFING SHORTAGES. Available at: https://www.ahla.com/news/67-surveyed-hotels-report-staffing-shortages [Accessed on: 01 October 2024].
AHLA News, (2024). 87% OF SURVEYED HOTELS REPORT STAFFING SHORTAGES. Available at: https://www.ahla.com/news/87-surveyed-hotels-report-staffing-shortages [Accessed on: 01 October 2024].
Al-Sabi, S.M., Al-Ababneh, M.M., Masadeh, M.A. and Elshaer, I.A., (2023). Enhancing innovation performance in the hotel industry: the role of employee empowerment and quality management practices. Administrative Sciences, 13(3), p.66.
Andrade, M.S., Miller, D., and Westover, J.H., (2022). Job satisfaction and gender: A global comparison of job satisfaction in the hospitality industry. Journal of Quality Assurance in Hospitality & Tourism, 23(3), pp.669-691.
Ann, S. and Blum, S.C., (2020). Motivating senior employees in the hospitality industry. International Journal of Contemporary Hospitality Management, 32(1), pp.324-346.
Ari, E., (2023). Human resource risk challenges in the hotel industry. Journal of Hospitality and Tourism Insights, 6(5), pp.2073-2092.
Basnyat, S., Carr, N. and Lovelock, B., (2024). Labour, necessity-induced (im) mobilities, and the hotel industry: A developing country perspective. In A Sustainable Tourism Workforce (pp. 132-148). Routledge.
Brandon-Jones, A., Lewis, M., Verma, R. and Walsman, M.C., 2016. Examining the characteristics and managerial challenges of professional services: An empirical study of management consultancy in the travel, tourism, and hospitality sector. Journal of operations management, 42, pp.9-24. Available at: https://www.sciencedirect.com/science/article/pii/S0272696316000206 [Accessed on 2/20/2024].
Castanha, J., Pillai, S.K. and Sankaranarayanan, K.G., (2023). Customer satisfaction towards hotel services: a systematic review and research agenda.
Cheong, F. and Law, R., (2023). Human employees versus robotic employees: Customers and hotel managers’ perceived experience at unmanned smart hotels. Cogent Social Sciences, 9(1), p.2202937.
Chong, C.A., Ng, L.P., and Chen, I.C., (2024). The impact of job insecurity on job burnout among hospitality employees during COVID-19 pandemic: the moderating role of supervisor and co-worker support. International Hospitality Review, 38(1), pp.160-181.
Cmm Online News, (2024). Hospitality Industry Hit Hardest by US Labor Shortage. Available at: https://cmmonline.com/news/hospitality-industry-hit-hardest-by-us-labor-shortage [Accessed on: 01 October 2024].
Davahli, M.R., Karwowski, W., Sonmez, S. and Apostolopoulos, Y., (2020). The hospitality industry in the face of the COVID-19 pandemic: Current topics and research methods. International Journal of environmental research and Public Health, 17(20), p.7366.
Dogru, T., Hanks, L., Mody, M., Suess, C. and Sirakaya-Turk, E., (2020). The effects of Airbnb on hotel performance: Evidence from cities beyond the United States. Tourism Management, 79, p.104090.
Dogru, T., McGinley, S. and Self, T., (2024). Hospitality industry attraction: The effect of job openings and employee wages in the United States. Tourism Management, 103, p.104888.
Dogru, T., McGinley, S., Sharma, A., Isık, C. and Hanks, L., (2023). Employee turnover dynamics in the hospitality industry vs. the overall economy. Tourism Management, 99, p.104783.
Dube, K., Nhamo, G. and Chikodzi, D., (2021). COVID-19 cripples’ global restaurant and hospitality industry. Current Issues in Tourism, 24(11), pp.1487-1490.
Dudley, K.D., Duffy, L.N., Terry, W.C. and Norman, W.C., (2024). The historical structuring of the US tourism workforce: a critical review. A Sustainable Tourism Workforce, pp.207-222.
Eid, R. and Agag, G., (2020). Determinants of innovative behaviour in the hotel industry: A cross-cultural study. International Journal of Hospitality Management, 91, p.102642.
Fairmont San Francisco, (2024). Home | Welcome to Fairmont San Francisco. Stay | Dine | Wellness | Gather | Explore. Available at: https://www.fairmont-san-francisco.com/ [Accessed on: 01 October 2024].
Ghaderi, Z., Tabatabaei, F., Khoshkam, M. and Shahabi Sorman Abadi, R., (2023). Exploring the role of perceived organisational justice and organisational commitment as predictors of job satisfaction among employees in the hospitality industry. International Journal of Hospitality & Tourism Administration, 24(3), pp.415-444.
Gupta, S., Kushwaha, P.S., Badhera, U. and Singh, R.K., (2024). Managing tourism and hospitality industry during pandemic: analysis of challenges and strategies for survival. Benchmarking: An International Journal.
Halvorsen, B., Hatzinikolakis, J., Ingerson, S. and Nikolic, B., (2024). Migrant workers in hospitality. In The Routledge Handbook of Diversity, Equity, and Inclusion Management in the Hospitality Industry (pp. 118-127). Routledge.
Han, S.H., Lee, J., Edvardsson, B. and Verma, R., (2021). Mobile technology adoption among hotels: Managerial issues and opportunities. Tourism Management Perspectives, 38, p.100811.
Hppr.org, (2024). Thousands of hotel workers launch strike after talks stall with top chains. Available at: https://www.hppr.org/2024-09-01/thousands-of-hotel-staffss-launch-strike-after-talks-stall-with-top-chains [Accessed on: 01 October 2024].
Hsieh, Y.C., Shapoval, V., Sönmez, S. and Apostolopoulos, Y., (2023). Work challenges and health of immigrant hotel housekeepers: Part 2. Workplace Health & Safety, 71(5), pp.255-262.
Hu, F., Trivedi, R. and Teichert, T., (2022). Using hotel reviews to assess hotel frontline employees’ roles and performances. International Journal of Contemporary Hospitality Management, 34(5), pp.1796-1822.
Huang, S. and Wang, X., (2023). COVID-19 two years on: A review of COVID-19-related empirical research in major tourism and hospitality journals. International Journal of Contemporary Hospitality Management, 35(2), pp.743-764.
Ingram, P.L., (2020). The rise of hotel chains in the United States, 1896-1980. Routledge.
Khan, A., Bibi, S., Lyu, J., Latif, A. and Lorenzo, A., (2021). COVID-19 and sectoral employment trends: assessing resilience in the US leisure and hospitality industry. Current Issues in Tourism, 24(7), pp.952-969.
Kumar, S., Kapoor, B. and Shah, M.A., (2024). Contemporary Issues and Challenges Facing the Hospitality Industry. In The Framework for Resilient Industry: A Holistic Approach for Developing Economies (pp. 55-64). Emerald Publishing Limited.
Kwok, L., (2022). Labor shortage: a critical reflection and a call for industry-academia collaboration. International Journal of Contemporary Hospitality Management, 34(11), pp.3929-3943.
Lai, I.K.W. and Wong, J.W.C., (2020). Comparing crisis management practices in the hotel industry between initial and pandemic stages of COVID-19. International Journal of Contemporary Hospitality Management, 32(10), pp.3135-3156.
Lam, R., Cheung, C. and Lugosi, P., (2022). The impacts of cultural intelligence and emotional labour on the job satisfaction of luxury hotel employees. International Journal of Hospitality Management, 100, p.103084.
Lerena Rongvaux, N. and Rodriguez, L., (2024). Airbnb in Latin America: A literature review from an urban studies perspective. Journal of Urban Affairs, 46(6), pp.1146-1160.
LinkedIn, (2024). Fairmont San Francisco's Post. Available at: https://www.linkedin.com/posts/the-fairmont-san-francisco_fairmont-fairmonthotels-accor-activity-7188764870060716032-nj6t [Accessed on: 01 October 2024].
Liu-Lastres, B., Wen, H., and Huang, W.J., (2023). A reflection on the Great Resignation in the hospitality and tourism industry. International Journal of Contemporary Hospitality Management, 35(1), pp.235-249.
Longart, P., (2020). Understanding hotel maintenance management. Journal of Quality Assurance in Hospitality & Tourism, 21(3), pp.267-296.
Marques, J. and Marques, R.P., (2023). Digital transformation of the hotel industry: Theories, practices, and global challenges. Springer Nature.
McKinsey, (2024). Three innovations to solve hotel staffing shortages. Available at: https://www.mckinsey.com/industries/travel-logistics-and-infrastructure/our-insights/three-innovations-to-solve-hotel-staffing-shortages [Accessed on: 01 October 2024].
Meetings Today, (2024). Thousands of Hotel Workers on Strike Across the U.S. Available at: https://www.meetingstoday.com/articles/144754/thousands-hotel-staffss-strike-across-country [Accessed on: 01 October 2024].
Mehta, M.P., Kumar, G. and Ramkumar, M., (2023). Customer expectations in the hotel industry during the COVID-19 pandemic: a global perspective using sentiment analysis. Tourism Recreation Research, 48(1), pp.110-127.
Mensah, C., Azila-Gbettor, E.M. and Appietu, M.E., (2024). The influence of distributive justice on job attitudes and life satisfaction of hotel workers. Heliyon, 10(4).
Mensah, C., Azila-Gbettor, E.M., Amissah, E.F. and Addison, E., (2023). COVID-19, financial anxiety and the psychological well-being of hotel workers. International Journal of Hospitality & Tourism Administration, 24(1), pp.142-165.
Michael, N. and Fotiadis, A., (2022). Employee turnover: The hotel industry perspective. Journal of Tourism, Heritage & Services Marketing, 8(1), pp.38-47.
Nazarian, A., Shabankareh, M., Ranjbaran, A., Sadeghilar, N. and Atkinson, P., (2024). Determinants of intention to revisit in hospitality industry: A cross-cultural study based on globe project. Journal of International Consumer Marketing, 36(1), pp.62-79.
Nazarian, A., Zaeri, E., Foroudi, P., Afrouzi, A.R. and Atkinson, P., (2022). Cultural perceptions of ethical leadership and its effect on intention to leave in the independent hotel industry. International Journal of Contemporary Hospitality Management, 34(1), pp.430-455.
Npr.org, (2024). Thousands of hotel workers launch strike after talks stall with top chains. Available at: https://www.npr.org/2024/09/01/g-s1-20527/hotel-staffss-strike-hyatt-hilton-marriott [Accessed on: 01 October 2024].
Ozdemir, O., Dogru, T., Kizildag, M., Mody, M. and Suess, C., (2021). Quantifying the economic impact of COVID-19 on the US hotel industry: Examination of hotel segments and operational structures. Tourism Management Perspectives, 39, p.100864.
Schalk-Nador, S.V. and Rašovská, I., (2024). Opportunities for the United States hotel industry to recover from COVID-19: a multi-period DEA analysis of key efficiency determinants. Journal of Hospitality and Tourism Insights, 7(1), pp.189-206.
Scheiber, N., (2022). Despite labour shortages, workers see few gains in economic security. The New York Times.
Sfchronicle, (2024). S.F.’s biggest hotels face another challenge amid slow tourism recovery: Expiring labour contracts. Available at: https://www.sfchronicle.com/sf/article/s-f-hotels-contracts-19425381.php [Accessed on: 01 October 2024].
Thommandru, A., Espinoza-Maguiña, M., Ramirez-Asis, E., Ray, S., Naved, M. and Guzman-Avalos, M., (2023). Role of tourism and hospitality business in economic development. Materials Today: Proceedings, 80, pp.2901-2904.
Trip Advisor, (2024). Guests’ reviews. Available at: https://www.tripadvisor.com/ShowUserReviews-g60713-d81397-r946992878-Fairmont_San_Francisco-San_Francisco_California.html [Accessed on: 01 October 2024].
Ushakov, R.N., Kryukova, E.M., Khetagurova, V.S., Mukhomorova, I.V. and Zelenov, V.V., (2020). Efficiency of hotel management. Training of specialists in hotel industry field. Journal of Environmental Management and Tourism, 11(2), pp.388-395.
Wen, B., Zhou, X., Hu, Y. and Zhang, X., (2020). Role stress and turnover intention of front-line hotel employees: the roles of burnout and service climate.
Xie, C., Zhang, J., Chen, Y. and Morrison, A.M., (2023). The effect of hotel employee resilience during COVID-19: The moderation role of perceived risk and challenge stressors. Tourism Management Perspectives, 46, p.101087.
Yang, W. and Lee, P.C., (2023). Retaining hospitality talent during COVID-19: the joint impacts of employee resilience, work social support and proactive personality on career change intentions. International Journal of Contemporary Hospitality Management, 35(10), pp.3389-3409.
Yeon, J., Song, H.J., Yu, H.C., Vaughan, Y. and Lee, S., (2021). Are socially responsible firms in the US tourism and hospitality industry better off during COVID-19? Tourism Management, 85, p.104321.


Service Quality


Employee Well-being


Financial Performance


Reputation Management


2 | Page

image2.png
@%;'/4/720/7

SAN FRANCISCO




image1.jpeg
:
M“F,E

[
/ (il

L ] e
R | g

Fy




