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Executive Summery


Viadora Consultancy has conducted an extensive report for Best Western Bucovina Hotel, identifying key issues affecting the organization's Human Resources department. The report highlights the following problems:

Inadequate staffing levels within the HR department: The current HR team is understaffed, leading to a lack of effective support and management.

Limited Employee Engagement and Morale: Employees are not motivated, and the hotel's reputation is suffering due to low employee satisfaction.

Poor Employee Retention: High turnover rates are a significant concern, resulting in increased recruitment and training costs.
Conflicts during contract termination: The process of terminating contracts is often contentious, causing stress and negativity among employees.

Inadequate Recruitment and Selection Process: The hotel relies on family and friends relationships for recruitment, leading to a lack of diversity and talent.
To address these issues, Viadora Consultancy has proposed the following solutions:
Select and work with a HR company: Partnering with a reputable HR company will provide expert guidance and support to the HR department.

Stop the recruitment based on family and friends relationships: Implementing a merit-based recruitment process will ensure that the best candidates are selected for the job.

Offer competitive remuneration packages: Providing competitive salaries and benefits will increase employee satisfaction and retention.
Provide personal development opportunities: Investing in employee development will enhance skills and motivation, leading to increased employee engagement.

Facilitate internal hiring: Allowing employees to move internally will promote career development and reduce turnover.

Creating a separation procedure: Establishing a clear separation procedure will minimize conflicts during contract termination.

Setting up an in-person interview: Conducting in-person interviews will allow for better candidate assessment and increased job satisfaction.

To achieve the desired outcomes, we propose the following objectives:

Create and implement a new HR strategy: Develop a comprehensive HR strategy that aligns with the hotel's business objectives.

Put a clear performance management system in place: Establish a transparent and fair performance management system to ensure employee accountability.

Increase the engagement level by 40%: Enhance employee engagement by implementing initiatives such as recognition programs, team-building activities, and open communication channels.

Former employees share pleasant experience with prospective applicants: Encourage former employees to share their positive experiences with potential applicants, promoting the hotel's reputation.

Increase in reputation indicators: Monitor and improve reputation indicators, such as online reviews and ratings.
Partnering with local universities or vocational schools to recruit young professionals and providing opportunities for training and development. 
By implementing these solutions, Best Western Bucovina Hotel can expect to improve its HR practices, increase employee satisfaction, and enhance its reputation in the industry. The required budget is 19.600 GBP and the implementation time is between 2 to 24 months, according to the implemented changes. 

Introduction

The Best Western Bucovina Hotel is a 3-star hotel located in the heart of Bucovina, Romania, in the middle of the scenic Moldavian countryside, a region known for its stunning natural beauty and rich cultural heritage. It enjoys a superb location that provides stunning views of the surrounding scenery and convenient access to the town's historic center.


Established in 2005, the hotel has been a popular destination for tourists and business travelers alike, offering comfortable accommodations with modern amenities, cosy decor and exceptional service. The hotel provides 220 lodging spots spread among 60 Twin, 24 Double, 38 Single, 4 Junior Suites, 2 Apartments, and 2 Presidential Suites.  (Best Western Bucovina, 2024) 

Despite its reputation for quality and service, the hotel has been dealing with a recurring problem: a staffing deficit. The hotel's management has had difficulty keeping staffing numbers stable, which has resulted in increased effort and stress for the remaining team members. Moreover, during the recent Covid pandemic, many employees made a professional reconversion and left the hospitality industry, without returning even after the pandemic was over. 

Best Western Bucovina Hotel has contacted Viadora Consultancy Group as a preeminent consulting organisation to handle the critical problem of staff shortage that has been impeding the hotel's operations. The hotel management raised concerns that the absence of adequate staff is having an adverse effect on the level of service that is offered to customers as well as the hotel's overall profitability and efficiency. With the assistance of a group of senior experts, the consultancy firm has created a thorough analysis and solution-focused strategy.

In light of the aforementioned information, this research will investigate the Best Western Bucovina Hotel's staffing shortfall issue and offer solutions and recommendations in all aspects related to the employee’s life cycle. To present a thorough examination of the Best Western Bucovina Hotel's staffing deficit and offer practical suggestions for solving it, this report will make use of several frameworks and theories, such as PESTEL, SWOT, and TOWS. With the use of these models, the consulting business will be able to evaluate the hotel's internal and external environments, pinpoint its main strengths and threats, and create plans to lessen the effects of a staffing shortfall on its day-to-day operations.

The PESTEL framework will be used in order to examine the external environment in which the hotel works. This framework will assist the consultants in identifying important variables, such as alterations in governmental regulations, market trends, technological breakthroughs, and demographic changes, that might be impacting the hotel's capacity to recruit and maintain employees. by assessing these elements, the consultants will be able to determine both opportunities and risks that could be compromising the hotel's staff management capabilities.


The internal conditions of the hotel will be examined using the SWOT analysis to determine its positive and negative aspects. This framework will assist us in comprehending the capabilities and resources available to the hotel, as well as the areas in which it has to make improvements in order to manage its workforce more successfully. We will be able to recognise prospective opportunities and dangers that might be affecting the hotel's capacity to manage its workforce by evaluating its strengths and weaknesses.


The TOWS matrix will be used to identify strategic options for addressing the issue of staff shortage at the Best Western Bucovina Hotel. This framework will help us to develop strategies that take into account both the hotel's internal strengths and weaknesses as well as external opportunities and threats.
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TOWS Analysis
Threats
a. Economic downturn: A fall in the community's economy may result in less travel and tourism, which would impact revenue and occupancy rates.
b. Competition from new hotels: Best Western Hotel Bucovina may find it more difficult to draw and keep guests as a result of the opening of new hotels in the neighborhood.
c. Modifications to laws or regulations pertaining to tourism, hospitality, or labour may have an effect on the profitability and operations of the hotel.
d. Natural disasters: Events like earthquakes or floods may cause harm to the hotel's infrastructure and have an impact on its capacity to function.


Opportunities

a. Expanding tourism sector: The Best Western Hotel Bucovina may benefit from this trend by providing top-notch services and amenities to draw in more guests. The tourism sector is becoming more and more popular.
b. Expansion of local events: To boost income and awareness, the hotel can collaborate with regional event planners to sponsor conferences, weddings, and other events.
c. Growth of neighboring attractions: The Best Western Hotel Bucovina may profit from the expansion of neighboring attractions such as theme parks, museums, and cultural centers.

d. Investing in digital marketing efforts can help the hotel keep ahead of the competition, boost its online presence, and get more reservations.
Weaknesses:
a. 
Limited brand recognition: The Best Western Hotel Bucovina might not be as well-known in the community as older, more established hotels because it is a relatively new establishment.
b. 
Restricted amenities: Some customers may find the hotel less appealing because it does not offer as many amenities as larger hotels.
c. 
Inadequate staff training: The hotel might not have the means or know-how to give its employees thorough training, which could affect customer service.
d. 
Dependency on local suppliers: The hotel may be more susceptible to price swings or supply chain interruptions due to its reliance on local suppliers for goods and services.

Strengths
a. Unique position: Guests may easily access local attractions and cultural events thanks to the hotel's central Bucovina location.
b. Superior accommodations and services: The hotel's pleasant accommodations and first-rate services may draw in visitors looking for a restful and comfortable stay.
c. Friendly staff: Guests may have a good experience at the hotel because of the staff's well-known friendliness and welcoming demeanor.
d. Robust alliances: The hotel has forged alliances with nearby companies and institutions, which may draw in additional visitors and boost earnings.
e. Through a comprehensive comprehension of these risks, opportunities, weaknesses, and strengths, Best Western Hotel Bucovina may devise tactics to address its shortcomings, use its strengths, and maintain a competitive edge.


The hotel's management told Viadora Consultancy that it has struggled to maintain a steady personnel level, which has made the remaining team members work harder and under more pressure. However, none of the managers was able to provide Viadora team with a detailed report or a deep analysis of the problem, so the consultants decided to conduct their own examination. That is why, to ascertain that the staffing deficit is the primary problem facing the Best Western Bucovina Hotel, Viadora Consulting Company will thoroughly examine the establishment's current state and compile pertinent data. Here's a methodical approach: 

1. The consultants will examine the hotel's balance sheet, review the hotel's financial statements, and they may find disparities in earnings, costs, and profitability. A staffing problem may be indicated by a notable drop in revenue that can observed during certain months. 
2. The consultancy company will conduct a survey among the employees: Send out a survey to every employee in the hotel to learn more about their workload, level of job satisfaction, and any difficulties they may be having. This will assist in locating any difficulties and offer information about the underlying causes of troubles.
3. Track the KPIs (key performance indicators): Keep an eye on key performance indicators (KPIs) including occupancy rates, average daily rate (ADR), and revenue per available room (RevPAR) to see if staffing numbers and hotel performance are correlated in any way.
4. Interviews with hotel staff and management: Conduct one-on-one interviews with hotel staff, including front desk, housekeeping, and food and beverage staff, to gather information about their workload, job satisfaction, and any challenges they're facing. Also, interview the hotel's management team to understand their perspective on the current situation.
5. Review employee turnover rates: Analyze the hotel's employee turnover rates to determine if there are any patterns or trends. High turnover rates could indicate a staffing issue.
6. Assess the hotel's workload: Analyse the hotel's workload to determine if there are any areas where staff are struggling to keep up with demand. This could include peak periods, special events, or maintenance tasks.
7. Identify gaps in service: Observe the hotel's services, such as front desk, housekeeping, and food and beverage operations, to identify any gaps in service or areas where staff may be struggling to keep up with demand.
8. Review guest feedback: Review guest feedback from online review platforms, social media, and comment cards to identify any common complaints or issues that may be related to staffing levels.
9. Analyse labor costs: Analyse the hotel's labor costs to determine if there are any inefficiencies or areas where costs can be optimized.
10. Conduct an on-site observation: Conduct an on-site observation of the hotel's operations to identify any areas where staff They might be having difficulty in meeting expectations.


Based on this analysis, Viadora experts would identify several key indicators that suggest a shortage of staff is the main issue facing the Best Western Bucovina Hotel. 
1. The hotel's occupancy rates have been declining over the past few months, indicating a potential issue with staffing levels.
2. Front desk staff have reported feeling overwhelmed during peak periods, leading to delays in check-in times and guest satisfaction.
3. Housekeeping staff have reported struggling to keep up with demand, resulting in delayed room cleaning and maintenance tasks.
4. Food and beverage staff have reported feeling under-trained and overworked, leading to mistakes in food preparation and service.
5. Guest feedback suggests that guests are experiencing delays in check-in times, room cleaning, and food service.


This is the moment when Viadora consultants decide to conduct a TOWS analysis for the HR Department only, in order to identify other potential issues within the department, to determine future paths for the hotel, and to strategically turn the staffing issues into viable solutions.

TOWS Analysis for HR Department 
Threats:

T - Technological advancements: Automation and AI may replace human staff, exacerbating the shortage.
O - Outdated recruitment strategies: Inefficient hiring processes may not attract the right talent.
W - Workforce reduction: The hotel may be forced to reduce staff numbers due to financial constraints.

S - Skill shortages: The lack of qualified staff may lead to decreased productivity and customer satisfaction.
Opportunities:
O - Outsourcing services: Partnering with other companies to provide additional services, such as housekeeping or food and beverage management.

S - Staff retention programs: Implementing programs to improve employee satisfaction and retention rates.

W - Work-life balance: Offering flexible scheduling or remote work options to attract and retain top talent.

Weaknesses:

W - Lack of competitive benefits: Not offering competitive salaries, benefits, or perks to attract top talent.

S - Slow recruitment process: Inefficient hiring processes may lead to lengthy vacancies and decreased productivity.

T - Training and development gaps: Insufficient training or lack of opportunities for career advancement may lead to staff dissatisfaction.


It is clear from examining the TOWS (Threats, Opportunities, Weaknesses, and Strengths) framework that there is a severe staffing deficit at the Best Western Bucovina Hotel. But TOWS analysis also help the experts identify that this difficulty is also a sign of more serious issues with the HR division. Here are some potential issues that can be identified:
1. Inadequate Recruitment and Selection Process: The hotel may be struggling to attract and retain talented staff due to an ineffective recruitment and selection process. This could be attributed to a lack of clear job descriptions, inadequate training for interviewers, or insufficient screening methods to identify top candidates.
2. Insufficient Training and Development: The hotel may not be providing adequate training and development opportunities to its employees, leading to stagnation and demotivation. This could be a result of a lack of budget allocation for training, inadequate training programs, or insufficient support for employee development.
3. Poor Employee Retention: The hotel's inability to retain staff may be due to a lack of competitive remuneration packages, poor working conditions, or inadequate recognition and reward systems. This could be attributed to a failure to understand the needs and expectations of employees, leading to high turnover rates.
4. Inadequate Performance Management: The hotel's HR department may not have a clear performance management system in place, leading to unclear expectations and goals for employees. This could result in a lack of accountability, poor performance, and decreased employee engagement.
5. Limited Employee Engagement and Morale: The hotel's HR department may not be prioritizing employee engagement and morale, leading to a lack of motivation and job satisfaction among staff. This could be attributed to a lack of open communication channels, inadequate feedback mechanisms, or insufficient recognition and reward systems.
6. Outdated HR Policies and Procedures: The hotel's HR policies and procedures may be outdated or ineffective, leading to inefficiencies and conflicts within the organization. This could be attributed to a lack of regular reviews and updates of HR policies, inadequate training for employees on HR policies and procedures, or insufficient communication of HR policies.
7. Inadequate Health and Safety Measures: The hotel's HR department may not be prioritizing health and safety measures, leading to a risk of accidents and injuries among staff. This could be attributed to a lack of regular health and safety inspections, inadequate training on health and safety procedures, or insufficient reporting mechanisms for health and safety incidents.
8. Limited Diversity and Inclusion: The hotel's HR department may not be prioritizing diversity and inclusion initiatives, leading to a lack of representation and inclusivity among employees. This could be attributed to a lack of diversity training programs, inadequate recruitment strategies for diverse candidates, or insufficient support for employees from underrepresented groups.
9. Inadequate Employee Communication: The hotel's HR department may not be providing adequate communication channels for employees, leading to confusion, misinformation, and decreased employee engagement. This could be attributed to a lack of regular town hall meetings, inadequate communication channels (e.g., email, intranet), or insufficient feedback mechanisms.
10. Insufficient HR Resources: The hotel's HR department may not have sufficient resources (e.g., budget, personnel) to effectively manage the workforce, leading to inefficiencies and poor outcomes. This could be attributed to a lack of budget allocation for HR initiatives, inadequate staffing levels within the HR department, or insufficient technology support for HR functions.

By identifying these potential issues within the HR department, the Best Western Bucovina Hotel can take proactive steps to address these problems and develop effective strategies to attract, retain, and engage top talent.
One of the main issues facing not only Best Western Bucovina Hotel, but the entire hospitality sector has always been finding and keeping competent people. Employees in the industry are vital to producing these kinds of one-of-a-kind experiences since the sector cultivates memories, connections, and emotions. That is why “managers in the hospitality industry encounter more challenges in the management of people than in many other work environments“. (Mullins, 2019, p. 396). Therefore, the staff is the most crucial element; some businesses view their employees as “ladies and gentlemen serving ladies and gentlemen“  (Ritz-Carlton) They ought to be motivated to provide magical experiences because “The Hospitality Industry transforms essentials […] into an experience that is […] memorable and even magical“ (Solomon, 2016).

It is widely acknowledged that “talented people have the power to turn ordinary companies into industry leaders“  (Sowjanya & Navaneetha, 2022). Because of this, the Best Western Bucovina Hotel should consider its employees to be "associates" and require skilled personnel at all levels. However, it became more challenging to find talent as the number of young Romanians leaving for Western European nations increased. (Gheorghe Cârciu, the Romanian state secretary for the diaspora, was quoted by Romanian-Insider magazine in 2022 when he stated that “At least 8 million Romanians live outside the country's borders“, while the Romanian population is 21 million. (Insider, 2022). In this situation, Best Western Bucovina should use placement programs and greater brand recognition among young people to entice potential employees while they are still in school before they choose to immigrate. Additionally, it can run advertisements in Romanian expat communities in the UK, Spain, and Italy to entice individuals to come back to their homeland in exchange for decent wages. Though they present themselves as having an extremely open hiring procedure, BW Bucovina's family of employees is actually a closed group that hires people more on the basis of recommendations from friends and family than on competitiveness. Furthermore, there is little encouragement for members of the Z generation to work in hotel industry. 


Additionally, since the COVID-19 epidemic, many employees have been compelled to choose new career options due to job instability and business uncertainty, making this provocation even more acute. A "coherent planned framework for employees to be hired, managed, and developed in ways that supports an organization's long-term goals" (The Chartered Institute of Personnel and Development, 2023) became essential for HR managers to construct in light of this circumstance.


Taking these facts into consideration, this chapter will investigate and evaluate the necessary actions that Best Western Bucovina Hotel's personnel department should take to efficiently manage and develop talent throughout the employee lifecycle. This chapter's initial section will look at HR’s function within the business and how human resources may support and nurture employees. While the last section of this chapter will offer some recommendations for HR specialists that will help the hotel better deal with the current staff challenges, the second part of the paper will explore the six phases of employee tenure and the significance of engaging the workforce throughout their employment time. 


"Without a doubt, the head of HR should be the second most important person in any organisation," Jack Welch wrote in his book Winning. In Wright (2011). Recruitment, administration, pay and benefits, training and development, employee interactions, and performance monitoring are among HR's main tasks. (Coursera, 2023). The World Economic Forum states that the HR department should be given more responsibility in the twenty-first century. Five new roles: social collaborative management, statistical analysis, performance monitoring, total workforce management, and strategic workforce planning—should be taken into consideration. (2015 World Economic Forum). These duties lead to the conclusion that any company's ability to grow ultimately depends on having a strong human resources department under the direction of capable managers. This necessitates complex workforce scheduling, which entails understanding the business and its specifics, assessing the workforce—both current and projected—estimating future labor demand, comparing workforce deficits with projected staffing needs, developing strategies to address shortages, excesses, or skill deficits, and monitoring and evaluating performance. However, other writers describe HR specialists as mentors, confidantes, and counsellors, highlighting their value in a variety of facets of an employee's life beyond the workplace. (Page 145 of Wright, 2011). 

According to this perspective, an employee need to receive training that aligns with the organization's objectives as well as support for his personal growth. The employer should invest in the employee and assist in equipping him with lifelong skills and abilities. 
Six phases of the employee life cycle are identified by the specialised literature: 

· Attraction

· Recruitment

· Onboarding

· Development

· Retention

· Separation

These phases are all crucial, and the HR strategy should take them all into account. 

· 
Attraction


The purpose of this pre-arrival phase of the hiring process is to catch candidates' attention and begin forming a positive impression of the company. Linkedin reports that 92% of employees would think about quitting their current position if offered a position with a firm that has a great corporate reputation, and 75% of job seekers take this into account before applying for a position. (2020, Galvan) According to Barnett (2006), "Reputation is the influences, evaluations, and perceptions of the business based on its past performance." This implies that having a strong reputation is essential for a major hotel to draw in top talent to apply for open positions. To consistently raise hotel brand recognition and establish the hotel as a credible brand in the labour market, HR managers should collaborate with the marketing and PR departments. 

· 
Recruitment

For recruitment to be exemplary, every talent must be able to apply effectively. Managing the candidate relationship well is crucial during this second stage of the hiring process. "48% of job seekers have had at least one negative experience in the hiring process in the past 12 months, and 49% of job seekers had declined a job offer due to poor experience," citing a 2023 Carrer Plug survey. Palmeri (2023). Because one hotel may receive thousands of applications for a single position, it is crucial to expedite the screening process after applications are received. Moreover, recruitment software can be extremely helpful for large hotels, as it can reduce the number of irrelevant applications by 75%. (CareerBuilder, 2022).
· Onboarding


Onboarding, the following phase of the employment process, is crucial. All employees should be well-trained, and talent should be recognised. This phase comprises the Induction process, which is frequently done incorrectly for a variety of reasons, such as being very time-consuming, too boring, or done quickly in order to complete the work at hand. After completing the induction and being brought on board, the new employee moves on to the encounter stage, during which he evaluates if the company has met his expectations and whether he can fit in with the organisational culture. The metamorphosis stage, in which the new hire adapts to the new work environment, comes after this assessment. 


Based on available statistics, an employee's decision to remain with the company or leave within a short period of time is largely determined during the first six months of employment. Because of this, it is crucial for HR managers to keep the new hire engaged during this phase. They can do this by setting up and sending him an email account and business cards, granting him access to the intranet, showing the new hire's LinkedIn profile to other staff members, encouraging him to interact with his coworkers, and perhaps even having a conversation with him about the staff member's manual.

· Development


Inquiries such as "In the next five years, where do you see yourself in this organisation? and "How can we support you with your journey there?" are essential for Best Western Bucovina Hotel to ask in order to comprehend the goals of its employees and design an appropriate development plan. One of the more important factors that determines employee engagement is how an employee feels about the prospects for internal growth and advancement. (Rogel, 2023). Promotions, increased pay, and the possibility of advancement are the primary elements that impact how employees see their opportunities for growth and development, according to a 2017 Decision Wise survey. 


Training and skill development on their own do not appear to improve the sense of opportunities for growth and development. Employees believe that career advancement and promotion are the best indicators of the hotel's development prospects. Because of this, managers ought to be aware of this phase and provide opportunities for promotion to newly hired staff members. By doing this, they will help to facilitate internal hiring, which is advantageous to both parties. 
In addition to giving promotions, the hotel may keep the worker interested by providing personal development opportunities, which will be seen as a genuine investment in their professional development.

· Retention


Best Western Bucovina Hotel needs its staff to stay with the company in order to maintain consistency and retain critical skills and knowledge. Reliable, vivacious, and skilled are the characteristics of teams with good employee retention. Furthermore, the cost of replacing a single person might range from half to double their yearly salary. Because of this, employee retention is crucial to any HR strategy. A few of the many factors that affect employee retention are growth opportunities, motivating leaders, fair salary, and an exciting work environment. 

· Separation


Whatever the cause, statistics reveal that more than 64% of workers in businesses worldwide are disengaged from their work. Because of this, there is a high incidence of employee turnover, particularly in the hospitality sector, which makes terminations very common. HR specialists should handle this stage professionally in order to understand the motivations for resignation and to preserve a positive reputation. Keys to a successful leave include knowing the separation procedure, setting up an in-person interview, handling the legal parts of the employment contract, and planning a seamless transfer. Because the employee might one day rejoin to work for the hotel for a variety of reasons or because he might share his experience with other prospective applicants, this stage is still crucial for the quality of staff engagement. 


Recommendations and Change Management:


Implement a comprehensive recruitment strategy: Utilize social media, job boards, and employee referrals to attract top talent. Consider partnering with local universities or vocational schools to attract recent graduates.


Offer competitive benefits and perks: Review and adjust salary, benefits, and perks to remain competitive in the market. Consider offering flexible scheduling, telecommuting options, or employee wellness programs.


Streamline operations: Analyze workflows and identify areas for improvement. Implement efficient systems for task allocation, reporting, and communication to reduce workload and increase productivity.


Invest in training and development: Provide regular training sessions, workshops, and opportunities for career advancement. This can help increase employee satisfaction and retention rates.


Develop a retention program: Implement a retention program that focuses on employee engagement, recognition, and rewards. This can include regular feedback sessions, employee recognition programs, or bonuses for outstanding performance.


Foster a positive work culture: Encourage open communication, teamwork, and collaboration among employees. Recognize and reward employees who embody the hotel's values and mission.


Monitor performance metrics: Regularly track key performance indicators (KPIs) such as staff turnover rates, productivity levels, and customer satisfaction ratings. Use this data to identify areas for improvement and adjust strategies accordingly. 


HR professionals from Best Western Bucovina Hotel must take into consideration that employee engagement is critical because it entails transforming employees from being merely physically present, but psychologically absent from the workplace, to becoming intensely interested, psychologically devoted, and ultimately corporate ambassadors. Occupational psychologists at Utrecht University define "work engagement as a state of mind" that provides people with vigor, focus, and vitality. (The Chartered Institute of Personnel and Development, 2010). 

Action Plan
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