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[bookmark: _Toc8237686]1 Executive Summary 
This organisational consultancy project is aimed to get an insight into HR issues in WILD SWAN and hence identify the source of problem by conducting SWOT and competitive analysis, primary research and secondary research. Then recommendations will be made based on the results of various analysis and research to improve employees’ engagement, upgrade staff’s skills and increase customers’ satisfaction to make WILD SWAN a more sustainable and qualified restaurant.
[bookmark: _Toc8237687]2 Introduction
Located in the centre area of Swansea, WILD SWAN has been in operation as a traditional Chinese restaurant who specialises in authentic Cantonese cuisine for more than 20 years. WILD SWAN has established a superior name for quality food, exceptional prices, and a relaxing dining atmosphere. As a medium-sized restaurant, there are 8 part-time employees, 3 full- time chiefs and 1 full-time manager in WILD SWAN. In December 2018, the ownership was sold to another employer and after 3 months of operating observation, the new owner found the employee engagement is unsatisfying and there exists an internal communication problem, which further affects customer satisfaction and daily turnover. Therefore, a consultancy project is required to resolve HR issues including employee engagement and relationship between employees.
[bookmark: _Toc8237688]2.1 Project Justification
In general, employee engagement is the degree to which employees are enthusiastic about their work, which is an important HR variable among most organisations (Brownyn 2018). Especially for catering industry, the quality level of the service directly affects customers’ satisfaction and further determines the turnover of the restaurant. Since the change of personnel, WILD SWAN has received some customer complaints, and employer has also noticed the relatively negative working attitude of new and old staffs, including waiters and chiefs. This project will enable the owner to get insights into the reason of employees’ lack of positivity and provide recommendations to improve their engagement and commitment.
[bookmark: _Toc8237689]2.2 Project Aim
The overall aim of this project is to identify and analyse the reason behind the decline of employees’ enthusiasm, and therefore provide modification suggestions to improve employee’s engagement and customers’ satisfaction.
[bookmark: _Toc8237690]2.3 Project Objectives 
In order to accomplish the consulting project in WILD SWAN, the specific objectives that need to be achieved are listed as follows:
· An insight of the current HR policy which involves the staff arrangement, salary and incentive system.
· Analysis of the external and internal environment of WILD SWAN and a better understanding of employer’s strategy.
· Analysis of the reasons for passive employee engagement with primary and secondary research.
· Recommendations on how to improve HR management in the restaurant.
[bookmark: _Toc8237691]2.4 Research Methodology 
First of all, a typical SWOT analysis and competitor analysis will be adopted to evaluate the current situation of this organisation. Primary research involving interviews and observation will also be conducted to obtain original information. The face-to-face interview has separate target including full-time manager, part-time waiters, chiefs and the employer. The questionnaire mainly focuses on the customers’ feedback on service. Additionally, secondary research which collects existing information   or outcomes of others will also be applied to propose appropriate modifications.
[bookmark: _Toc8237692]3 Findings and critical analysis
[bookmark: _Toc8237693]3.1 Situational analysis
[bookmark: _Toc8237694]3.1.1 SWOT analysis
SWOT analysis is an effective tool to analyse both the external and internal factors that affect an organisation’s competitive position by identifying its strengths, weakness, opportunities and threats of the entities .The assessment result can be used to evaluate an organisation’s current position and develop further strategic planning. (Pandya 2017)
Strengths:
· Well-trafficked location near the city centre which means greater potential customer flow.
· A strong relationship with regular customers due to ex-owner’s 23 years of efforts and dedication.
· Experienced chefs who are committed to the WILD SWAN for 12 years and capable to maintain the authentic and high-level taste of cuisine.
· A great reputation among local citizens and established customer base.
Weaknesses:
· New employer who owned a restaurant in Russia is not good at English and is also unfamiliar with British culture and table manners. 
· The transfer of restaurant ownership is relatively sudden, and the new employer is currently not aware of the overall operation of the restaurant including human resource arrangement, purchasing process of food ingredients, wine and cutlery sets and customers’ dining habits and demands.
· Shortage of experienced part-time employees and meanwhile the high cost of training new staff.
· Negative engagement and commitment of current employees.
· Insufficient online advertising and neglecting marketing strategy.
Opportunities:
· Potential to reform and innovate menu to attract new customers and cater current dining trend.
· Establish a website that belongs to WILD SWAN to provide more information online.
· Upcoming Chinese food trend.
· Provide delivery service to expand market.
Threats:
· Economic downturn caused by Brexit
· Intense competition pressure from similar Chinese restaurant such as GIGI’S GAO
· Rising cost of ingredient.
· Increased customer complaints and drop of Tripadvisor’s and similar social media’s ratings.
[bookmark: _Toc8237695]3.1.2 Competitor analysis
Competitor analysis is an assessment of multiple aspects of current and potential competitors, which helps to identify and improve own organisation’s deficiency and proposes strategic plan to expand market and outperform rivals. (Oster 1994)
	Restaurants
	WILD SWAN
	Gigi’GAO
	Sichuan Savour
	Chinese Flavour

	Target customers
	Mainly British
	Mainly British
	Mainly Chinese
	Chinese and British

	Tripadvisor’s rating
	4.0 ( 237 reviews)
	4.5 ( 726 reviews)
	4.5 ( 87 reviews)
	4.0 ( 9 reviews)

	Restaurant size
	Medium
	Medium
	Small
	Small

	Staff number
	10
	12
	5
	4

	Per capita consumption
	£15
	£18
	£12
	£13

	Average part-time hourly salary
	£7.7
	£8.5
	£7.3
	£7.4


Chart1- Competitive analysis
The chart above indicates that Gigi’Gao is an equivalent and powerful competitor of WILD SWAN, who has the same target market and similar entity size. Despite the food price of WILD SWAN is more acceptable, the feedback from customer shows its competitor is more attractive to local citizens. In terms of employee treatment, Gigi’Gao is more appealing in perspective of salary. Sichuan Savour and Chinese Flavour may not be seen as threats to WILD SWAN.
[bookmark: _Toc8237696]3.1.2 Analysis Result
Through the basic situational analysis of WILD SWAN, the restaurant is confronted with various problems and threats brought by the change in ownership, despite its solid customer base. Meanwhile, the personnel change may also influence employee’s working attitudes. The very direct consequences of these pitfalls influence customers’ satisfaction and reputation of WILD SWAN. At the same time, the strong competitor, Gigi’Gao, poses great threat on WILD SWAN in many aspects involving customers and employees, since the hourly salary is higher than its rival.
[bookmark: _Toc8237697]3.3 Primary research
[bookmark: _Toc8237698]3.3.1 Observation
Observation is a method of collecting structured or unstructured data and information through long period observation. As both the employee and consultant of WILD SWAN, the researcher is able to observe the daily operating situation, employee working attitude, internal communication and customers’ feedback. The observation lasts 2 months from March to May and 3 or 4 days a week. During working time, the consultant gets access to the customers and has received comments on the service from them, which includes compliments, suggestions about arranging more part-time waiters/waitresses and complaints due to late dishes. Meanwhile, the engagement of employees has a positive relation to their salaries since those old employees with highly pay are much more committed and active than the new staffs with relatively lower pay, who tend to be lazy and avoid work. While the business is quiet, the communications among employees expose many problems such as new employees’ dissatisfaction about heavy work and lower pay than similar restaurant such as Gigi’ Gao as well as their intentions to resign and jump shift to rival employers. From the perspective of daily operating, the business is showing an overall downward trend compared to previous period of ex-employer. 
[bookmark: _Toc8237699]3.3.2 Interviews
Interviews can be regarded as a research method involving individual interviews with a small amount of respondents to get insights into their perspectives on current situation or issues. (Boyce 2006) During this consultancy programme, the interviews conducted are semi-structured, including both pre-determined and random questions. The interviewees include part-time employees hired by ex-employer and current owner, full-time manager who has worked for ex-employer for 2 years and chefs who has dedicated to the restaurant since the very beginning of this business in 1997. The transcript and details of the interviews in included in the appendix.
[bookmark: _Toc8237700]3.3.2 Analysis of primary research
From the result of observation and interviews, the HR issues involving employee engagement and communications can be connected with salary, excessive work and vague salary system. Both part-time and full-time employees feel they have additional work without corresponding payback, hence the employees became less positive while working, especially the new staff who are unfamiliar with the work and feel under great pressure. On the other hand, for the senior employees, they are unsatisfied with their salary either, the full-time manager consider the salary system is unfair while the chefs believe the manager is not qualified for the job and salary. All these problems lead to the drop of service quality and therefore influence the customers’ satisfaction and profit.
[bookmark: _Toc8237701]3.4 Secondary research
Instead of collecting original data, secondary research involves collation of existing research data or information to conduct further analysis. (Bosch 2013)
[bookmark: _Toc8237702]3.4.1 Employee engagement
According to Richman (2006), employee engagement is defined as intellectual and emotional commitment to the organization. Additionally, a study conducted by Zuliawati (2018) found out that leadership styles, employee mutual communication and personality attributes are positively and significantly related to employee engagement. It also shows that there are associations between engagement level and the position or the duration in the organisations.(Robinson et al. 2007). 
[image: ]
Figure1 : Theoretical Framework
[bookmark: _Toc8237703]3.4.2 Servant leadership
Servant leadership is a leadership philosophy which emphasizes ethics and customer experience while both leaders and followers uniting to create organizational culture.(Ayers 2008) . The servant leaders are authentic and dedicated to helping their followers achieve organizational goals. A research conducted among 100 employees of restaurants shows that servant leadership creates feelings of worth and healing in the working environment (Carter 2014) and has strong influence on employee engagement with loyalty and commitment level.
[bookmark: _Toc8237704]3.4.3 Customer satisfaction
When it comes to customer satisfaction with foodservice in a restaurant, factors such as service quality, hygiene, product quality and dining atmosphere can be introduced to evaluate this concept (Yuksel 2002). A conclusion from a research conducted by Alhelalat(2017) demonstrates that restaurant’s staff’s personal attitudes and functional service aspects have significant influence on customer’s satisfaction.
[bookmark: _Toc8237705]3.4.4 Part-time Vs Full-time
Feldman (1990) and Maynard (2006) suggest that part-time employees are commonly not a homogenous group due to their different motivations for their job. Several researches to date have also shown that part-time employees are treated inappropriately in relation to recruitment, training, development and retention when compared to full-time colleagues. (Sobaih 2008) Hence, part-time employees are less satisfied with the amount of shifting hours, arrangement, training, pay and operating involvements. They are also less committed to provide high quality service to customers. The result of an investigation in part-time restaurant employees perception of management practices shows that the restaurant sector is short of understanding regarding to the needs of part-time employees and permanent part-time employees should be treated as the same level as full-time employees. (Sobaish 2010).
[bookmark: _Toc8237706]3.4.5 Monetary incentive
Money is the essential foundation of everyone’s life in this material society. Despite other factors such as working environment, learning opportunity and empowerment, monetary incentive still plays an important role in all the motivators. The higher wages motivate employees to provide better quality service or product. (Inc 2017).  Money can be regarded as an effective short-term motivator with limited appeal, which is suitable for the case of WILD SWAN who is in demand for part-time employees. 
[bookmark: _Toc8237707]4 Discussions and recommendations
From the result of both primary and secondary research, employees show negative attitudes while working in the WILD SWAN and it contributes to declined customers’ satisfaction since restaurant staffs’ personal and functional service are two important aspects of customers’ evaluation. The source of problem can be found in employer’s neglecting on new employee’s training procedure, satisfaction about work, development possibilities and reasonable wages. At the same time, internal communication also needs to be paid attention to, which is another significant component of employee’s engagement. For the employees who stay a longer period in WILD SWAN, they are more committed to the restaurant, but the misunderstandings of each other or towards new employer may have negative effect on their loyalty and working attitudes. Additionally, salary, the monetary incentive occupies a major place among all the motivators, and employers ought to keep the system fair and transparent to eliminate the dissatisfactions about wages from all the employees.
[bookmark: _Toc8237708]4.1 Training procedure
The restaurant staffs’ service behavior is closely related to the customers. From the perspective of long term, the employer’s intention to cut down cost on this section is actually destroying established reputation of excellent quality of service. Therefore, training procedures enhancing employee’s service skills, personal attitudes and functional practices should be taken to upgrade new employee’s skills and provide chances for them to learn, which will in turn motivates them to make more progress. Moreover, hygiene is also a key factor in relation to food service, hence the training process should also focus on food safety awareness. 
[bookmark: _Toc8237709]4.2 Fair treatment
For both full-time and part-time employees, they should be treated appropriately by employer in the aspect of working arrangement, skills training, development and retention. By doing so, the part-time employee could feel respected and become more loyal and committed to the WILD SWAN, which will further improve their service quality and customers’ satisfaction.
[bookmark: _Toc8237710]4.3 Transparent wage system
A proper and clear wage system is suggested to eliminate the conflicts or misunderstanding between old employees, who will be more engaged to their work. At the same time, raising the wages of new employees to an average level is also in need, since several employees have shown their intention to quit due to lower pay with heavy work. Considering the cost of training new staff and employee’s commitment level with longer period, current employees should be maintained to be developed. 
[bookmark: _Toc8237711]5 Conclusions
This report involves a consultancy project into HR issues in WILD SWAN, a traditional Chinese restaurant with history of over 20 years. Since the change of ownership, HR related problems including negative employee engagement and internal conflicts appear constantly, which hence leads to the worse service quality. By conducting situational analysis involving SWOT and competitive analysis, primary research including observation and interviews and secondary research, it is concluded that the unfair treatment to part-time staff, lack of skill training and flawed wage system should be responsible for the problems. And therefore, training procedure for all employees, fair treatment and clear wage system are recommended to improve employee engagement and increase customers’ satisfaction.
[bookmark: _Toc8237712]6 Appendices
[bookmark: _Toc8237713]6.1 Appendix 1 – Interviews (I = Interviewer, R= Respondent)
[bookmark: _Toc8237714]6.1.1Part-time employee 1 
I: When did you start to work in this restaurant?
R: Since 18th November, 2018. The ex-owner hired me.
I: How often do you work in a week?
R: Normally, three or four days a week. I mostly only work on busy days, such as Friday, Saturday. It’s weekend, so there will be more customers.
I: What do you think of your working skills or your attitudes?
R: I would say not bad. The ex-owner is quite strict and pay attention to the quality of service, so me and my colleagues are influenced a lot by his training and attitudes. Maybe that’s why the new boss always arrange me on the busy days, to take care of more complex jobs.
I: Are you satisfied with your current situation in WILD SWAN?
R: Well, it’s hard to say. I like this restaurant, but my working hours is being cut down since the ownership was transferred. I used to work 5 hours per night, now is only 3 hours, which means, less paid. And I need to do more job but I didn’t get a pay raise. But I am okay with this, I want to learn more about catering industry.
I: Have you ever thought about job hopping?
R: No.
I: What do you think of the new employees?
R: Some of them are fine, some are… But I can understand that, most of us are just students, and now the restaurant lacks professional staff training. Because our new boss herself is not quite familiar with the operating rules…
I: Is there any problems between the employees?
R: I heard some rumours that the manager has some problem with the chefs. Maybe you can ask them.
I: Have you ever received any complaints or report from the customers?
R: Yes… Especially since the change of ownership, our boss seems to attempt to cut down HR cost, so there will not be as many staff as before every night. Sometimes, the business is quite busy and arranged waiters and chefs cannot handle it. For example, there are only two waiters who need to take orders, do the drinks, clean the table, serve the dishes and take care of the customers. If there are too many customers, they have to wait for a long time to be looked after and wait for another long time for the drinks and food.
I: That sounds not very good.
R: Yes… Maybe that’s why our rating goes down and received many bad comments recently.

[bookmark: _Toc8237715]6.1.2 Part-time employee 2
I: When did you start to work in this restaurant?
R: Since 18th February 2019.
I: How often do you work in a week?
R: 2 or 3 Days a week? One day in weekdays and another day on weekend.
I: What do you think of your working skills or your attitudes?
R: I have to admit that I am not good with it. This is my first time doing part-time jobs and acting as a waitress. There are so many work to do and I always feel exhausted…
I: Is there anybody training you?
R: The experienced waiters will teach us some basic rules, but most time they are busy with their own work and unable to tell us about every details. And I only work 3 hours every night, so there is no sufficient time for me to learn.
I: Are you satisfied with your current situation in WILD SWAN?
R: Not really… The job is tiring and my salary is only average level. I can get a similar pay in another restaurant but with much less work to do. 
I: Have you ever thought about job hopping?
R: Well… I am considering it. I like the atmosphere here, you know, I can practice my English while taking care of the British customers. But I am really tired and sometime I will be scolded by the chefs when I made some mistakes. That really hurts.

[bookmark: _Toc8237716]6.1.3 Full-time manager 
I: When did you start to work in this restaurant?
R: Since May 2017. 
I: How often do you work in a week?
R: 6 days a week. 8 hours a day.
I: What do you think of your working skills or your attitudes?
R: I am quite confident about my skills. And that’s why I believe I deserve a pay raise. Now I have to do more job to manage the restaurant, including training staff, reporting details to the boss. And the employer arranges less peat-time employees to assist me every night, which shows her trust in my ability, but at the same time, it brings more pressure to my daily work. The most important thing is that I didn’t get what I deserved. 
I: Have you ever thought about job hopping?
R: I am not at liberty to talk about this with you.
I: I heard there are some conflicts between you and chefs?
R: Not conflicts. I think these guys are quite good with tricks. They use flattering words to get higher pay and report something untrue to the boss to defame me. 
I: How does the boss take care of what they described?
R: She definitely trusts me. So the tricks won’t work. But I think I should get higher salary as well.

[bookmark: _Toc8237717]6.1.4 Chef 1 
I: When did you start to work in this restaurant?
R: Since the start of this restaurant. I watched how it goes up and down.
I: What do you think of your working skills or your attitudes?
R: I think you can tell it from the compliments from the customers.
I: Are you satisfied with your current situation in WILD SWAN?
R: I am happy working here. But I am worried about the service job, the manager is not very good and these new staff is far from qualified.
I: The manager is not good?
R: Yes. She is only okay, and she herself cannot handle complicated scene, she is just an assistant of our ex-boss. She is not aware of every detail of the restaurant. Keeping her as the manager will only drag the business to worse.
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