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Assessment Requirements:


· Critically analysing the issues that Café Expresso faced and the solutions that they have proposed in order to resolve such issues. 

· Analysing the HR strategies and how they can be improved in order to continue attracting of new employees as well as the retentions of the existing and new staff. 








Introduction 
This assignment aims to introduce the concept of human resource management and how this technique can be used in order to benefit the individuals and the organization. The human resource theories will be explained and also used to illustrate the problems that Café Espresso was facing in terms of managing their staff and their approach to resolving those problems. Recommendations will be made on how to develop further these HR strategies in order for Café Espresso to maintain their competitive advantage in the coffee house business as well as in managing their staff. 
Literature review 
The philosophy of HRM
The Human Resource Management concept was created in the 1980’s and had as a principle the needs to manage people in the long term as well as considering the employees as organizational assets rather than cost for the business. The new Human resource philosophy was different from the old personnel management practices and it outlined two main characteristics which included: The line manager accepting more responsibilities in order to comply with the HR duties and responsibilities and that HR was able to set policies and rules on how HR activities are implemented and developed, to ensure that they are set out in ways that make them mutually reinforcing. (Armstrong, 2010)
What is HRM and its purpose 
Human resource management is referred to the strategic, coherent and integrated approach to managing the people that wok in a specific organization. HRM is concerned with resolving any employment issues and the development and well-being of the staff. The purpose of HRM is to ensure that the company achieves its goals and objectives through the well management of people. HRM views people as an asset for the organization hence it aims to increase the ability of the company to achieve its goals and the organizational effectiveness by making the best Use of its resources. HRM also has the ethical purpose of practicing social responsibility by helping the people that work for the organization with their needs and their rights. Therefore people in an organization should be treated equally and managed fairly. Their views should be considered and respected and they should be offered a fair reward based on their contributions. (Armstrong, 2010)
Strategic human resource management on the other hand refers to managing the people that work for the company in such way that they support the long-term business goal by following a strategic framework. This type of strategy focuses on the long term issues that these people might have and try to resolve them so that they can match the resources with the future needs of the company as well as the employees in order to ensure continuation of achieving the companies goals and objectives as well as retaining the employees since they are the most important asset for the company. (Houghton, 2017)
Resource view of strategic HRM 
Most of the strategic HRM is based on the resource based view. This means that in an organization people are viewed and described as assets for the company that have specialist knowledge and skills leading to those employees being a competitive advantage for the company. The strategic goal that the company is trying to achieve by following the resource based view HRM practice is to create an organization that is more flexible than the competitors and this is done by hiring talented people and working on developing and extending their skills base. Hence it could be stated that the resource based strategy is concerned with enhancing the human and the intellectual capital of the organization. This strategy has proven to be very valuable since some organizations need to attract, recruit and hire people with highly specialist skills that are not easy to find. (Armstrong, 2012)
Contract based view HRM 
This HRM strategy is based on the notion that the HR department in the organization needs negotiate, change and renew the contract for the employees in order for the organization to save money. In this case the employees are seen more as a cost rather than people with talent who make all the processes in the company come together. Such view is a disadvantage for any organization especially due to the fact that they are hugely dependent on people with entry level workers skills which are transferable from one job to another, making it easy to switch between jobs as well as making the staff turnover rate in that particular organization quite high.  (Armstrong, 2012)
Hard and soft HRM
Hard HRM refers to organizations who treat their staff based on the idea that they are there only to do their job and get paid at minimum wage for it. Such practice allows the company to recruit on the basis of corporate business planning, meaning, how many people they need, where to find them and how much they cost. So the main driver is for the recruitment process to be a cost effective process rather than based on finding skilled people. This type of HRM strategy is suitable for a tall organizational structures. 
Whereas soft HRM on the other hand focuses on treating the employees as the most important resource that the organization has. Hence employees are treated based to their individual needs and they get a competitive pay and are encouraged to communicate, delegate and take responsibility in order to progress into another role. This type of HRM strategy is it very focused on retaining the employees for a long time in the organization and it is found in a flat organizational structure. (Hannagan, 2008)
Strategic HRM Initiatives
Some strategic HRM initiatives include: offering the employees the equal opportunities and creating a diverse workforce, so that everyone would be empowered to take their own decisions and accept each other. Another strategic HRM initiative would be to offer the employees’ flexible contracts, rewards and bonuses based on their performance and if they achieve targets or goals, individually or as a group. This would give the employees the motivation that they might need in order to work harder in a project so that they can achieve the desired outcome in order to get that promised bonus. Another important initiative that need to be included is offering the employees the opportunity to learn, to get trained and to develop further in order for them to be prepared and ready for a new job position or for their current role. (Tayeb, 2004)
Integration vertical and horizontal 
The integration fit refers to the way that the business strategy and HRM strategies are connected to each other. The vertical integration shows the connection on how each of the strategic HRM initiatives are linked to the overall business strategy and on the other had the horizontal fit shows the level of connection across on strategies and functional policies and practices that go well together. 

Review of the situation at Café Espresso
Café Espresso suffered a loss and slipped into the number three coffee house in the marketplace, due to other business copying the Café Espresso’s business style and by hiring staff who were very good at delivering what the customers wanted. This called for action from the company as they needed to review the current situation in order to improve it. Ben Thomson, the chief executive conducted a lot of research where he found out a lot of the issues that according to him had led to Café Espresso losing a part of the market share. (UWTSD, 2018)
Café Espresso seems to have had a contract based view for their employees and seems to have had implied hard HRM strategies. This is obvious in the fact that at Café Espresso was high rate of turnover, the staff were being paid on a minimum wage basis and there was a high number of international employees who were employed on short term contracts. To make the matters worse the company seemed to be dated on their décor, coffee and other products choice which had led to the remaining employees feeling very low morally. Their competitors on the other hand had were offering a bigger variety of coffee and higher level of customer service that had enticed away even some of the loyal customers of Café Espresso. 
Looking at the main issues that Café Espresso faced it can be stated that the main factors that has driven the company into slipping in the number three position it is not necessarily the fact that other competitors are copying the business model, but it has more to do with the fact that they were unable to manage their staff members correctly in order for them to be motivated enough to work hard and remain in the company. Minimum wages, lack of incentives, short term contracts and low morale are all factors that would affect the quality of the service and the products that the customers would get. In other words if the staff is not happy at the workplace the productivity and the level of customer service and drinks as a consequence will be low as well. As a result customers would not be satisfied with the level of service from Café Espresso hence they would choose another coffee house for their caffeine fix, which would decrease the market share for the company. This is an evidence that hard HRM and contract based view HRM practises can damage a business, since they are not protecting the main people that are delivering the coffee, but in fact treating them as if they were easy to replace even though those employees that maybe left might have been actually very good at what they were doing. 
After having identified the key areas for improvement Thomson attempted to integrate strategies horizontally and vertically by introducing 4 areas of priority including business, customer service, people and systems. In order to complete the changes that he wanted to undertake within the company he hired another HR director who was able to help him achieve its vision of “becoming the number one coffee house in the world”. Thomson started to refurbish the key stores and HR director on the other hand focused on reintroducing a new HR strategy by calling all the employees “partners”. The HR Director, Kam Patel, offered a combination of strategic HRM initiatives and resource based view HRM practices. Kam offered higher wages to the baristas as well as to the store managers, she focused on finding people locally and through word of mouth and gave the managers the power to interview and to make the decision on whether they want the new recruits to start working for them. In order to retain the current employees Kam, offered a reward scheme that offered a wide range of benefits, a share option for all partners and discount rate of 30% in all other Café Espresso stores. Training was also provided either in the shop by having another person helping the new recruits to learn or in the Café Espresso development centre where the employees had the opportunity to become Coffee Ambassadors. Kam introduced team meeting and performance reviews every six months to ensure quality control and continuation of keeping the brand standards up. Partners were given the opportunity to be listed to by using either the suggestion scheme or the annual engagement survey. (UWTSD, 2018)
All of these changes did work for the better and the company moved to being number two in the industry.  However such standards should be kept continuing for a long time in order to for the company to be placed at number one. The changes introduced by Kam seemed to have worked mainly because they have managed to attract the employee and made them feel like they are the most important part of Café Espresso, which is true because Baristas are the one that were delivering Thomson’s and Kam’s vision. 
Recommendation for the future
All of the changes undertaken by Kam did deliver as the company’s position and the customer feedback did improve. Maybe the company would have not gone through these problems if they had a proper HRM strategy in coffee shop, which leads to the recommendation that the company continues to comply with the HRM strategies introduced by Kam as they do work and the situation is improving. Soft HRM and resource view HRM strategies are both intended to make the employees feel good about working in an organization hence they should be implemented by Café Espresso.  Another recommendation for Café Espresso is to improve their recruitment strategy. The company did very well to recruit locally as it is an easy and fast way to attract new employees quicker, however they can recruit online by posting their vacancies in their official website or other job searching websites nationally and internationally. This would introduce the company with new types of employees who might have a different type of skills and that are willing to maybe fill in other high skilled position and it would also give them the opportunity to maybe work in other countries in the world, which might be very attractive to people that want to know other cultures and work abroad. 
Furthermore, another suggestion for improvement is to offer the employees long terms employment contracts. This would reduce the number of international employees leaving due to having a short term employment contract, but it would also give to all employees a sense of security at work, hence they might feel more motivated to work, to learn more and to get trained so that they can progress into high positions, because they know that they can be there for a long time if they want to stay. 
A good way to ensure retention of the employees is by maybe offering a promotion scheme which can allow a barista the opportunity to get promoted within the job position from a barista to an assistant manager and to a manager maybe later. For example the barista can be trained by the assistant manager in that particular coffee shop to get the right skills and knowledge for performing the assistant manager duties and responsibilities and then if a position for an assistant manager opens the barista will have the opportunity to progress into a higher position and the company on the other hand will be recruiting internally so they do not have to spend a lot of money to recruit some else externally, as that process might take a lot of time and money. Therefore in this case the barista will be happy because now he/she will be an assistant manager and Café Espresso on the other hand would have retained its employee and saved some money at the same time. 
Another area to improve in the for Café Espresso would be the refurbishment of all the coffee shops as every customer expects to get the same treatment and environment in the Café Espresso coffee house wherever they go, hence it would be ideal that they all look just as good. This would increase the customer satisfaction even more because in order to deliver the coffee drinking experience, the appropriate ambiance, décor and variety of coffee is expected.  Also the variety of coffee that Café Espresso offers should wider. Introduction of new coffee blends, new season drinks and new cakes or sandwiches might just keep the customers keen into coming back in order to get something special from Café Espresso. 
The last recommendation for Café Espresso is to increase its benefits range. Most of the employees would appreciate an additional discount on their restaurant bill, on their phone contract or their hotel room. Maybe Café Espresso can enter a partnership with some other companies that offer these types of products in order to get Café Espresso’s employees some additional discounts. This would be something new, that at the moment none of the other competitors has it so it might be a very good point of attraction for the new recruits. Or the company can introduce bonuses for the shop members if they achieve the target amount of sales. The bonus can be given to all of team members at the same amount and they can decide what to do with the amount gained as well an additional amount to be given to all of the team together, for a meal out to ensure team participation and bonding, which is very necessary when working in such environment.  
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