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[bookmark: _Toc151131891]Executive Summary 

The Westin Dragonara Resort Malta commands a significant presence in the hospitality realm. With a robust association with Marriott Hotels, it is synonymous with opulence and exceptional service. Yet, beneath this, a large and highly problematic challenge looms—the intricate matter of employee retention. Dependent on seasonal and student staff, the resort contends with an alarming turnover rate surpassing 50%, posing adverse effects on both operational efficiency and the hotel's esteemed reputation.
The primary issues explored in this report revolve around the negative impacts of high turnover rates, including diminished employee engagement, training costs, and inconsistencies in service delivery. These challenges, if unaddressed, pose threats to the hotel's operational efficiency, service quality, and overall competitiveness in the hospitality industry.
A close analysis of LinkedIn data uncovered a concerning trend among former employees of The Westin Dragonara Resort Malta. Out of 556 ex-employees, a substantial 384 had a tenure of one year or less, indicating a turnover rate exceeding 50%. While potential inaccuracies must be considered, given factors such as the omission of non-LinkedIn users or incorrect information, the high turnover remains evident. This highlights the transient nature of employment, especially among seasonal and student staff.
Examining guest feedback on TripAdvisor, among 4,668 reviews, 219 were "Poor" or "Terrible." Within this subset, 49 reviews (1.05% of the total) expressed concerns about staff training, indicating potential lapses impacting the overall guest experience. While acknowledging potential biases in guest feedback, the percentage suggests a tangible effect on guest satisfaction and the hotel's reputation.
Further exploration of negative reviews revealed a notable correlation. Among 219 critiques, 102 cited issues with staff behaviour, implying a potential link between negative conduct and demotivated employees. This recurring theme underscores the need to address factors contributing to employee dissatisfaction, crucial for enhancing staff morale and mitigating adverse effects on the guest experience and the hotel's reputation in the competitive hospitality market.
High turnover rates correlate with employee dissatisfaction, as evidenced by exit interviews and industry benchmarks. The perpetual need for retraining creates skill gaps, impacting service consistency. Furthermore, seasonal staff, with short-term commitments, contribute to the continuous cycle of onboarding and retraining, affecting long-term employee commitment.

Recommendations:
1. Enhanced Training Programs: The Westin Dragonara Resort should embark on a comprehensive investment in training programs, aiming for efficiency and effectiveness. This initiative entails the development of targeted training modules, the integration of digital learning platforms, and the establishment of a streamlined onboarding process. By adopting these measures, the resort can significantly reduce training costs while simultaneously enhancing service quality through a workforce equipped with refined skills.
2. Career Development Opportunities: Providing a clear trajectory for long-term employment and avenues for advancement is pivotal in cultivating employee commitment. The hotel can institute structured career pathways, mentorship programs, and regular performance reviews to align individual aspirations with organisational objectives. This strategic approach not only retains valuable talent but also fosters a sense of professional growth and loyalty among employees.
3. Mentorship and Development Programs: Implementing mentorship initiatives, particularly targeted at interns, serves as a catalyst for continuous learning, skill development, and overall retention. This involves pairing seasoned staff members with new recruits, creating a supportive environment that not only nurtures emerging talent but also establishes a sense of belonging within the organisational fabric.
4. Leveraging Brand Recognition: The Westin Dragonara Resort has the distinct advantage of being affiliated with Marriott, a powerful brand in the hospitality industry. To capitalise on this affiliation, the resort can strategically position itself as an employer of choice. This can be achieved by actively promoting the brand's values, showcasing employee benefits, and highlighting career growth opportunities through targeted recruitment campaigns and engaging initiatives. By doing so, the hotel can attract top talent and reinforce its status as a sought-after workplace in the competitive market.
In collaboration with Innsights and Outcomes consultancy, this report not only identifies challenges but also offers actionable solutions. By addressing employee retention through strategic initiatives, The Westin Dragonara Resort can strengthen its workforce, enhance guest experiences, and secure a competitive edge in the dynamic hospitality landscape. Through a holistic approach encompassing training, career development, and brand leverage, the hotel can forge a path towards sustainable employee engagement and operational excellence.
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The Westin Dragonara Resort, nestled on the picturesque island of Malta, stands as a prominent player in the hospitality industry. Boasting a strong affiliation with Marriott Hotels, the Westin holds a reputation for luxury and service (Marriott, 2023, Westin, 2023). However, beneath its external allure lies a persistent challenge - the vexing issue of employee retention. The reliance on seasonal and student staff has led to a staggering turnover rate, exceeding 50%, a situation detrimental to the hotel's operational efficiency and reputation.
As this critical concern is addressed, it is essential to comprehend the intricacies surrounding employee retention and its multifaceted impacts. In an analysis, various strategic frameworks will be employed to dissect the issue comprehensively. The SWOT analysis, as outlined by Leigh, (2009) will shed light on internal strengths and weaknesses, while the TOWS matrix, highlighted and detailed by Weihrich (1982), will guide towards actionable strategies. To navigate the path of change, Lewin's Change Theory, outlined by Cummings et al (2016), will be used, a model designed to facilitate organisational transformation.
This exploration is a journey towards crafting solutions that will elevate the Westin Dragonara Resort's employee engagement, satisfaction, and, consequently, its overall success in the competitive hospitality landscape.
Facilitating this transformative journey is consultancy firm Innsights and Outcomes (IO). With an impressive 31-year legacy, IO has been a stalwart in hotel consultancy for the past 23 years. Renowned for a long and successful history, IO brings a wealth of experience and strategic acumen to address the unique challenges faced by The Westin. This collaboration signifies a fusion of The Westin's commitment to excellence and IO's proven track record, promising innovative solutions for sustained success.
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The Westin Dragonara Resort Malta faces a significant challenge in terms of employee retention. The hotel primarily relies on seasonal staff and students who have a high turnover rate and often do not stay with the hotel for more than a year, which has severe negative impacts on the hotel. In the following analysis, each of the impacts relating to lack of employee retention will be investigated to develop a full picture of the issue.
[bookmark: _Toc151131894]Lack of Employee Engagement and Retention

Seasonal staffing and a high turnover rate contribute to a transient workforce, resulting in a lack of emotional investment and commitment from employees. Seasonal staff, knowing their employment is temporary, may not feel motivated to go above and beyond in their roles, impacting the overall quality of service provided to guests. According to Dwesini (2019) this has a negative impact on the retained staff members as pressures to retrain new staff members interrupt normal work duties, resulting in a heavier work load. Employee loyalty is a crucial factor in the hospitality industry, directly influencing the guest experience and, subsequently, the hotel's reputation.
Seasonal staffing, whilst common in the hospitality industry, poses challenges for building a stable and engaged workforce (Radu et al, 2020, pp. 466-468). The constant influx of new staff members due to seasonal hiring practices creates a cycle of perpetual training and retraining. Additionally, the absence of clear long-term employment prospects may discourage employees from investing in their roles or developing a sense of career progression within the organisation.
By using LinkedIn past employers search (LinkedIn, 2023), it is clear to see that from the 556 ex-employees of the hotel that are listed, a total of 312 are student staff members and a grand total of 384 worked at the establishment for around 1 year or less. 
The hotel has 194 active connections via LinkedIn and as such, this number will be used for calculation purposes.
By using the formula of –
Turnover Rate=(Average Number of Employees÷Number of Employees Departed​)×100=
(Hom et al, 1992)
The turnover rate can be determined as follows.
Turnover Rate= 194 ÷ 384 × 100 = 50.52
By this equation, the estimated turnover rate is over 50% which is an incredibly high turnover rate. This being said, the numbers here can be inaccurate due to various factors such as employees who do not use LinkedIn or employee information entered incorrectly. Considerations should be taken that whilst usual circumstances would calculate over a year, without access to private company files, exact and precisely accurate numeric data can not be sourced. As such this data is an estimation.
It is also worth noting that many of the employees who have been retained, have a long employment tenure which is a strong positive in showing that employees who decide to stay are in fact invested in. 
High turnover rates are often indicative of employee dissatisfaction. An analysis of exit interviews, employee surveys, and informal feedback sessions can provide insights into the specific reasons behind the dissatisfaction. Understanding these reasons is crucial for implementing targeted interventions to address the root causes and improve overall employee satisfaction.
Whilst the hospitality industry is renowned for having a high staff turnover, it is not ideal for the efficient operation of a successful business. To put the data into perspective, Marriot Hotels- of which the Westin is a subsidiary branch has an estimated turnover rate of just 30%, well below industry standards (Godfrey, 2023).

[bookmark: _Toc151131895]Retraining and Skill Gaps

The challenge of retraining and skill gaps significantly impacts employee retention at The Westin Dragonara Resort Malta. The perpetual turnover of seasonal staff necessitates substantial investments in training, covering onboarding, skill development, and orientation. Industry experts estimate the cost per hire to be around 25% of an employee's average annual salary, straining the hotel's budget and overall profitability (Edwards-Buarque, 2022).
The perpetual influx of new staff members can lead to inconsistencies in service delivery. Each new group of employees may interpret service standards differently, resulting in variations in the guest experience. Inconsistencies can harm the hotel's reputation for delivering high-quality service. 
A brief exploration on the prominent review platform TripAdvisor reveals that among 219 reviews categorised as "Poor" or "Terrible," 49 specifically highlight concerns regarding lack of staff training (TripAdvisor, 2023). When considering the hotel's overall scale of 4,668 reviews, these training-related reviews constitute a modest 1.05%. While this percentage may appear negligible in the broader context, it is noteworthy that over 1% of guests have expressed this concern. It's important to acknowledge potential biases in such feedback, recognising that dissatisfied guests are more inclined to vocalise issues. Nevertheless, it prompts reflection on the number of guests who may share similar sentiments but choose not to provide feedback.
Existing staff members who need to repeatedly train new colleagues may become demotivated. The need for continuous retraining can be frustrating for retained staff, impacting their morale and job satisfaction. Demotivated employees are less likely to provide excellent service, leading to a negative overall guest experience (Mazwabi & Qing, 2017, pp.762). Revisiting prior data, among the 219 negative reviews, 102 explicitly cite negative staff behaviour. While this does not establish a direct correlation, it does suggest the presence of staff members who might be demotivated, potentially influenced by factors related to job satisfaction.
Nueda (2021) discusses the reliance on seasonal staff, who typically work for short durations, and how that contributes to a high turnover rate. The departure of these employees necessitates the recruitment and training of new staff members, creating a perpetual cycle of onboarding and retraining. Seasonal staff members may not feel a strong sense of commitment to the organisation due to the temporary nature of their employment. This lack of commitment contributes to their higher likelihood of leaving, further exacerbating the need for continuous retraining (Ainsworth and Purss, 2009). The absence of clear long-term employment prospects or career advancement opportunities may discourage seasonal staff from staying on with the hotel, leading to a continuous influx of new, inexperienced employees (Jackson, 2019).
Gathering feedback through surveys and informal sessions can reveal the frustration and dissatisfaction among retained staff regarding the constant need for retraining. Understanding their perspectives is crucial for addressing the root causes of the issue. Continuous retraining can contribute to a sense of instability and disrupt the establishment of a cohesive team (Gusev and Nisman, 2017). Retained staff members may feel that their efforts in training new employees are not yielding long-term benefits, impacting their job satisfaction and engagement. Communication between staff and management is vital and the lack of adds to a negative impact on employee morale. As seen in fig.1, extracted from job website Indeed, a former employee of the hotel discusses the lack of communication and the resulting lack of job satisfaction (Indeed, 2022).
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(FIG.1)

Chen and Shen (2012) delve into how addressing this issue may involve strategies such as improving the attractiveness of long-term employment options, providing career development opportunities, and implementing more efficient and effective training programs to minimise the impact on both costs and service quality. 
With all this said, the Westin do hold Employee Engagement days and involve themselves in special event days which seek to boost staff satisfaction. It is arguable however that far more could and should be done in order to achieve higher levels of engagement. In addition to this, as previously mention but worth highlighting, retained staff members have long terms of employment which is a huge positive. It seems the issue here is geared more towards seasonal or temporary staff, causing high levels of turnover.
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As the primary challenges addressed in this report are inherent to the internal dynamics of The Westin Dragonara Resort Malta, the decision has been made to forego a PESTLE analysis. Instead, the focus will be directed towards a more in-depth examination through a SWOT and TOWS analysis. This approach is designed to illuminate internal factors, strengths, weaknesses, opportunities, and threats, providing actionable insights to address and enhance the current employee engagement and satisfaction issues.
	S- Strengths
	Brand Recognition: The affiliation with Marriott Hotels provides strong brand recognition, which can be leveraged to attract and retain high-quality staff (Buhalis and Park, 2021).

Employee Tenure: The hotel boasts a significant number of retained staff members with long-term employment, showcasing a positive aspect of employee loyalty and engagement(LinkedIn, 2023).

Employee Engagement Initiatives: Ongoing initiatives, such as Employee Engagement days and participation in special events, contribute positively to staff satisfaction and retention efforts (Osborne and Hammond, 2017), (Markos and Sridevi, 2010)


	W- Weaknesses
	High Turnover Rates: Over-reliance on seasonal and temporary staff leads to a turnover rate estimated at over 50%, significantly impacting employee retention efforts.

Training Costs: Frequent retraining of seasonal staff incurs high training costs, straining the budget and affecting overall profitability (Amirthiraj et al, 2011).

Negative Guest Reviews: Negative reviews citing concerns about staff training and behaviour pose a risk to the hotel's reputation and, subsequently, employee retention.


	O- Opportunities
	Improved Training Programs: Investing in more efficient and effective training programs can enhance staff skills, reduce turnover, and positively impact employee satisfaction.

Career Development Opportunities: Providing clear long-term employment prospects and career advancement opportunities can foster employee commitment and loyalty (Weber and Ladkin, 2008).

Mentorship and Development Programs: Implement mentorship and professional development programs for interns, creating a supportive environment that encourages learning, skill development, and a sense of belonging, ultimately improving retention rates (Scerri et al, 2020).


	T-Threats
	Industry Competition: In a competitive hospitality industry, high turnover rates may jeopardise the hotel's ability to maintain service quality and retain skilled employees. The Westin is one of three five-star hotels just within the area. Competition includes The Corinthia Palace and the Hilton who both recruit students also (Corinthia, 2023), (Hilton, 2023).

Negative Impact on Guest Experience: The inconsistency in service due to staff turnover poses a threat to the overall guest experience, potentially leading to a decline in customer satisfaction and employee morale.

Economic Factors: Economic fluctuations can impact the availability and cost of seasonal staff, affecting recruitment efforts and staffing budgets, thereby influencing employee retention. That being said, GDP is expected to remain level and a predicted decrease in inflation could potentially benefit the hotel (European Commission, 2023).




Strengths-Opportunities (SO): Leverage the hotel's strong brand recognition and engaged retained staff to attract and retain a more diverse and committed workforce. This can be achieved by expanding and enhancing the existing internship program, forging strategic partnerships with educational institutions, and providing clear career development pathways for high-performing interns.
Strengths-Threats (ST): Utilise positive employee engagement initiatives to counteract the negative impact of industry competition on service quality and employee retention. The hotel can achieve this by focusing on enhancing its training programs, addressing negative guest reviews through targeted improvements, and differentiating itself in the competitive market to attract and retain skilled employees.
Weaknesses-Opportunities (WO): Invest in improved training programs and career development opportunities to address high turnover rates and enhance employee commitment. By strategically enhancing training initiatives and offering clear long-term career paths, the hotel can minimise weaknesses related to turnover rates and create a more stable and satisfied workforce.
Weaknesses-Threats (WT): Mitigate the negative impact of high turnover rates by implementing cost-effective training programs, diversifying the workforce, and focusing on positive employee experiences to improve retention. The hotel can address weaknesses related to turnover by strategically managing training costs, ensuring consistency in service delivery, and minimising the impact of economic factors on staffing.
The scope of this analysis encompasses a comprehensive examination of factors influencing employee retention at The Westin Dragonara Resort Malta, delving into challenges related to seasonal staffing, high turnover rates, and training practices. The objective is to provide strategic recommendations that address these issues, enhance employee engagement, and contribute to a more stable and satisfied workforce within the hospitality industry.

[bookmark: _Toc151131897]Recommendations and Change Management 

Upon analysis of the Westin Dragonara, it has been highlighted that staff retention due to seasonal and student employment is at an unsatisfactory low, which is in turn having an adverse affect on the business. With this in mind, the following recommendations are made for the business to implement.
[bookmark: _Toc151131898]Internship Program Enhancement

Suggestion: Strengthen and expand the internship program to attract a diverse talent pool.
Research completed by Wolinsky-Nahmias and Auerbach (2022) states, in order to fortify its talent pool and promote diversity within the workforce, The Westin Dragonara Resort should consider a substantial enhancement of its internship program. This strategic initiative aims to attract a diverse array of talents, infusing the organisation with fresh perspectives and innovative ideas. The first step involves establishing collaborative partnerships with local universities and hospitality schools, fostering a direct line of communication with faculty to align internship requirements with academic curricula (Bowie, 1994).
The heart of this enhancement lies in designing comprehensive internship modules that provide hands-on experiences across various facets of hotel operations. These modules should encompass a spectrum of functions, from customer service to event management and hospitality technology ( Sweitzer and King, 2013). Concurrently, the implementation plan recommends the assignment of experienced staff members as mentors to guide interns through their journey, offering insights into the industry and facilitating a seamless integration into the workplace.
Krželj-Čolović et al (2016) discusses the importance of networking. Networking opportunities play a crucial role in broadening interns' perspectives. The program should include events, workshops, and seminars, allowing interns to interact with professionals from different departments. Participation in industry conferences and events further enriches their exposure (Tajeddini et al, 2020). A structured feedback mechanism is essential to assess interns' progress and address challenges promptly. Regular feedback sessions can create an open channel of communication, empowering interns to share their experiences and contribute valuable insights.
Diversity and inclusion initiatives should be integral to the program, actively promoting it to a diverse range of students and ensuring equal opportunities for candidates from different backgrounds (O’Donovan, 2017, Moore, 1999). To make the program more appealing, competitive stipends or benefits can be offered, with additional perks like accommodation support or transportation allowances. The initiative should also prioritise marketing and promotion, utilising online platforms, social media, and campus recruitment events.
An important long-term objective is to convert high-performing interns into full-time employees (Rose et al, 2021). Identifying and nurturing talent through a structured conversion program will contribute to building a dedicated and skilled workforce. Continuous evaluation of the program's effectiveness is essential, utilising feedback from interns, mentors, and department heads to make necessary adjustments, ensuring alignment with organisational goals (Rose et al, 2014). Through these measures, The Westin Dragonara Resort Malta can transform its internship program into a robust talent pipeline, fostering a culture of learning, diversity, and growth within the organisation.
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In order to establish a more seamless transition for interns into permanent roles and foster a sense of long-term commitment, The Westin Dragonara Resort Malta should consider the development of clear career pathways. This strategic initiative aims to provide interns with a structured plan for professional growth within the organisation. The implementation plan begins with the creation of a comprehensive career progression plan that delineates opportunities for skill development, promotions, and cross-functional experiences.
Interns need a clear understanding of the potential trajectories within the organisation, and a well-defined career progression plan serves this purpose. The plan should highlight the skills and competencies required for advancement, offering a roadmap for interns to follow as they embark on their professional journey (Baron and Armstrong, 2007). This transparency not only motivates interns by showcasing a tangible path for growth but also aligns their expectations with the organisation's long-term vision.
Effective communication of this plan is crucial. Interns should be briefed on the career progression plan at the onset of their internship, allowing them to envision a future within the organisation. Transparent communication sets the foundation for a positive employer-employee relationship, instilling a sense of trust and commitment (Cui, 2021). Additionally, mentorship programs should be established to guide interns on their professional journey. Experienced staff members can offer insights, advice, and support, creating a conducive environment for skill development and career advancement.
Interns should be made aware of the various skill development opportunities available to them, including training programs, workshops, and mentor-led initiatives. Promotions based on merit and achievements should be clearly outlined, encouraging interns to actively engage in their professional development. Cross-functional experiences, such as rotations through different departments, can provide a holistic understanding of the organisation and enhance the interns' skill set (Doku et al, 2013).
In essence, the Career Development Pathways initiative aims to create a symbiotic relationship between the organisation and its interns. By fostering a culture of continuous learning and growth, The Westin Dragonara Resort can not only attract high-calibre interns but also retain them as valuable assets within the organisation. This strategic approach contributes to the establishment of a talent pipeline that is not only skilled but also deeply committed to the long-term success of the hotel (Divine et al, 2007).
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Recognising the pivotal role of efficient training programs in enhancing staff skills and mitigating turnover, The Westin Dragonara Resort is encouraged to invest in a comprehensive overhaul of its training initiatives while simultaneously implementing cost-effective measures. This strategic suggestion aims to not only elevate the skill set of the workforce but also create a positive impact on employee retention by optimising training costs (Lashley, 2018). The implementation plan is multifaceted, balancing effectiveness with cost efficiency.
The first step involves a thorough review of existing training modules to identify gaps, redundancies, and areas for improvement. Experienced staff members should be leveraged as trainers, tapping into their wealth of knowledge and practical insights, thereby minimising external training costs (Jehanzeb and Bashir, 2013). Their involvement not only enhances the credibility of the training but also fosters a culture of mentorship within the organisation.
To ensure cost-effectiveness, the hotel should embrace technology-driven and interactive training methods, including the utilisation of e-learning platforms and virtual simulations. This not only reduces the expenses associated with traditional training methods but also makes the training programs more engaging and adaptive to individual learning styles.
Holmes (2017) believes that regular updates to training materials remain essential to ensure alignment with industry best practices and emerging trends, contributing to the continuous improvement of staff competencies. The dynamic nature of the hospitality sector demands that training materials evolve to reflect the latest standards and customer expectations, further emphasising the need for periodic reviews.
Eller et al (2022) advocate for the benefits of feedback. The hotel should implement a feedback loop within the training programs, soliciting input from trainees regarding the effectiveness of modules, the clarity of instructions, and the practical applicability of the training content. This real-time feedback mechanism not only allows for adjustments and improvements but also demonstrates a commitment to continuous improvement and empowers employees by involving them in the enhancement process.
In summary, the Comprehensive and Cost-Effective Training Measures initiative is a strategic investment in the development of the hotel's human capital, balancing the need for skill enhancement with the imperative to optimise training costs. By embracing modern training methodologies, utilising internal expertise, and incorporating cost-effective measures, The Westin Dragonara Resort Malta can foster a culture of continuous learning that positively impacts employee satisfaction, reduces turnover, and contributes to the overall success of the organisation.
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Recognising the pivotal role that effective communication plays in fostering a positive work environment and addressing the concerns highlighted in this report, The Westin Dragonara Resort is advised to focus on enhancing communication between management and staff. This strategic suggestion aims to bridge existing gaps, improve transparency, and create a more inclusive organisational culture. The implementation plan encompasses a multi-faceted approach to communication improvement.
Lee and Li, (2020) highlight many ways communication can be enhanced. Introducing regular meetings and open forums provides a structured platform for management to convey important updates, share insights, and address staff queries. These sessions serve as opportunities for employees to voice their concerns, offer suggestions, and actively engage with the organisational decision-making process. Suggestion boxes strategically placed within the workplace offer an additional avenue for staff to submit feedback anonymously, encouraging candid input.
In today's digital age, establishing a dedicated online platform for real-time communication is paramount. This platform could serve as a centralised hub for disseminating information, hosting virtual town hall meetings, and facilitating interactive discussions. This digital space promotes inclusivity, especially for remote or shift-based staff, ensuring that everyone has access to important updates and can contribute to the organisational dialogue.
Crucially, training managers on effective communication strategies is an integral part of this initiative (Mackenzie, 2010). Managers play a pivotal role as conduits between leadership and staff, and their ability to convey information clearly, listen actively, and respond empathetically is paramount. Communication training should encompass both interpersonal skills and the effective use of digital platforms, ensuring that managers are equipped to navigate various communication channels.
In essence, the Communication Enhancement initiative is designed to create a more transparent, collaborative, and responsive organisational culture. By fostering open dialogue, embracing digital communication tools, and investing in manager training, The Westin Dragonara Resort Malta can build stronger connections between management and staff. This, in turn, is anticipated to enhance employee satisfaction, reduce misunderstandings, and contribute to a more cohesive and resilient workforce.
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Implementing the recommended changes at The Westin Dragonara Resort will involve a strategic and phased approach, considering Lewin's Change Model as discussed by Hussain et al (2018). The three stages of Lewin's model are Unfreeze, Change, and Refreeze.
1. Unfreeze: During the Unfreeze stage, it's crucial to create awareness and readiness for change. For the Westin Dragonara Resort Malta:
· Internship Program Enhancement: Start by communicating the strategic importance of the enhanced internship program. Highlight the benefits of diversity and skills infusion, emphasising the long-term positive impact on employee satisfaction and retention. Use internal communication channels like meetings, newsletters, and workshops to build understanding and support for the changes.
· Career Development Pathways: Clearly communicate the need for establishing career development pathways. Emphasize the benefits for interns, showcasing a structured plan for professional growth within the organization. Address concerns and questions through open forums and Q&A sessions to mitigate resistance.
· Comprehensive and Cost-Effective Training Measures: Begin by communicating the necessity of overhauling training initiatives to enhance staff skills. Emphasize the cost-effectiveness of the proposed changes and the positive impact on employee satisfaction. Address concerns through transparent communication, highlighting the benefits of the new training methods.
· Communication Enhancement: Communicate the importance of improving communication between management and staff. Emphasize the positive impact on organizational culture and employee satisfaction. Conduct training sessions for managers on effective communication strategies to prepare them for their role in the upcoming changes.
2. Change: Once the organisation is prepared, move on to the Change stage (Levasseur, 2001):
· Internship Program Enhancement: Begin by establishing partnerships with universities and developing comprehensive internship modules. Introduce mentorship programs and networking opportunities, providing training for both existing staff and interns. Encourage participation in industry events and conferences.
· Career Development Pathways: Implement a clear career progression plan, highlighting opportunities for skill development and promotions. Launch mentorship programs and cross-functional experiences. Ensure transparent communication of the plan to interns, fostering trust and commitment.
· Comprehensive and Cost-Effective Training Measures: Review and update existing training modules. Introduce technology-driven and interactive training methods. Establish a feedback loop for trainees to provide input on the effectiveness of the modules. Engage experienced staff as trainers to minimize external training costs.
· Communication Enhancement: Introduce regular meetings, open forums, and suggestion boxes for transparent communication. Establish a dedicated online platform for real-time communication. Conduct training for managers on effective communication strategies, emphasising the importance of their role in the change process.


3. Refreeze: As the changes become normalised, move to the Refreeze stage (Wang and Ellinger, 2009):
· Internship Program Enhancement: Regularly update and assess the internship program's effectiveness. Implement feedback mechanisms for interns, mentors, and department heads. Highlight success stories and achievements resulting from the enhanced program. Consider converting high-performing interns into full-time employees.
· Career Development Pathways: Monitor and update the career progression plan regularly. Conduct feedback sessions with interns and mentors to make necessary adjustments. Showcase success stories of interns who have progressed within the organization. Continue mentorship programs to support ongoing skill development.
· Comprehensive and Cost-Effective Training Measures: Ensure regular updates to training materials to align with industry best practices. Implement a continuous feedback loop within the training programs. Recognise and reward employees for their commitment to the training initiatives. Showcase the positive impact of the training on employee satisfaction and overall performance.
· Communication Enhancement: Maintain regular communication channels and open forums. Utilize the online platform for ongoing communication and updates. Acknowledge and reward employees for their active participation in the improved communication practices. Highlight positive outcomes resulting from the enhanced communication between management and staff.
Contributing to ideas around change, Burnes (2014) discussed how it can be implemented smoothly. Change management strategies that can be employed to ease the situation and create a seamless transition include:
1. Clear Communication: Transparent and consistent communication is critical throughout the process. Regular updates, town hall meetings, and open forums can address concerns, provide clarification, and keep everyone informed about the progress and benefits of the changes.
2. Employee Involvement: Including employees in the decision-making process and seeking their input can enhance their sense of ownership in the changes. Establishing feedback mechanisms and involving staff in the planning and implementation stages will contribute to a smoother transition.
3. Training and Development: Providing thorough training and development opportunities for both existing staff and interns is essential. This includes training programs for managers on effective communication, mentorship, and guiding interns through the career development pathways.
4. Recognition and Rewards: Recognizing and rewarding employees for their efforts and commitment during the transition can boost morale. This could include acknowledging successful interns, celebrating achievements, and showcasing the positive impact of the changes on the organization.
By combining these change management strategies with Lewin's Change Model, The Westin Dragonara Resort Malta can navigate the challenges associated with employee retention and successfully implement the recommended initiatives, ultimately fostering a more engaged and stable workforce.
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Works by Todnem (2005), Nudurupati et al (2011) and Pearce and Sims (2002) highlight ways in which effectiveness can be measures and tracked. 
Key Performance Indicators (KPIs):
Internship Program: Track the diversity of interns, conversion rates to full-time roles, and feedback on the program's effectiveness.
Career Development Pathways: Monitor the clarity of career paths, participation in skill development programs, and intern-to-employee conversion rates.
Training Measures: Assess the effectiveness of training through improved employee performance, reduced turnover, and feedback on training modules.
Communication Enhancement: Measure employee satisfaction, engagement in communication channels, and the resolution of concerns through improved communication.
Regular Surveys and Feedback Sessions:
Conduct surveys and feedback sessions at various stages to gather insights on staff perceptions, challenges faced, and areas for improvement.
Performance Metrics:
Assess overall business performance, employee satisfaction levels, and turnover rates as indicators of the success of implemented changes.
Continuous Improvement
Regularly review feedback and performance metrics to identify areas for continuous improvement. Adjust strategies based on evolving organisational needs and employee feedback.
The successful implementation of these recommendations requires a holistic change management approach, aligning leadership support, effective communication, training, and continuous monitoring. By embracing these strategies, The Westin Dragonara Resort Malta can navigate the transition towards improved employee retention with a higher likelihood of staff acceptance and engagement.
Costing Measures
Taking into consideration that The Westin Dragonara is a large 5-star hotel, based in Malta. Comprised of 341 rooms, as well as conference facilities and possessing around 200 staff members, 30-40 of which are seasonal each year. The following costings have been predicted.
Internship Program Enhancement:
· Collaboration with Universities: Costs may include partnership agreements, sponsorship of events, and collaborative marketing efforts- £10,000
· Networking Events: Costings to attend job networking events-£5,000
· Structured Feedback Mechanism: Implementation of a feedback system, including software if needed-£6,000
Comprehensive and Cost-Effective Training Measures:
· Review of Training Modules: Cost for evaluating and updating existing training materials and implementation of new training materials-£13,000
· Feedback Loop Implementation: Development of a system for collecting and analysing feedback- £10,000
Communication Enhancement:
· Digital Communication Platform: Development or subscription costs for a digital communication platform-£15,000
· Communication Training: Investment in training programs for managers- £5,000
Change Management Strategies:
· Leadership Support: Potential costs for leadership workshops or training- £10,000
· Communication Campaigns: Budget for internal and external communication efforts- £8,000
Monitoring and Measurement:
· Key Performance Indicators (KPIs): Tools or software for tracking and analysing KPIs- £4,000
· Surveys and Feedback Sessions: Costs for survey tools, incentives, and event organization- £6,000
· Performance Metrics: Systems for tracking and analysing business and employee performance- £9,000
Continuous Improvement:
· Adjustments and Revisions: Resources for making necessary adjustments based on feedback and performance metrics-£7,000
All costing information were sourced from current and up to date sources, led by industry specialists in the selected areas (Atkinson, 2022, G2, 2023, Indeed, 2023, Martin, 2023 & Ivy House, 2023). It must be noted that these are estimates and quotes would have to be received for a comprehensive and accurate costing.
The total costing comes in at £108,000, this may seem like a large amount however, it is worth noting that these costs are based on a continuous and rolling bid to develop the business and retain staff. Despite the initial costings, many of which are upfront fees for set up, maintenance costings will be much lower. These costings can be looked at as an investments towards the businesses long term goals and a development plan for the future that upon initial investment will give a ROI (Return on Investment) tenfold through guest satisfaction and employee retention.
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	Problem
	Solution
	Desired Outcomes
	Time Scale
	Completion Date
	Planned Budget

	Large issues with employee retention due to high turnover rates. Subsequently, lack of employee engagement, potential negative impacts on guest experience and hotel reputation.
	Implement a comprehensive strategy focusing on enhancing the internship program, establishing clear career development pathways, improving training measures, and enhancing communication within the organisation
	A more engaged and committed workforce, reducing turnover rates. Optimized training costs while maintaining or improving staff skills. Transparent and effective communication channels, fostering a positive work environment.
	7 months through to the monitoring and evaluation phase.
	16/07/2024
	£108,000
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In conclusion, the analysis of The Westin Dragonara Resort Malta reveals significant challenges in employee retention, particularly due to high turnover rates among seasonal and student staff. These challenges directly impact employee engagement, service quality, and the hotel's reputation.
The lack of sustained engagement, marked by an estimated turnover rate exceeding 50%, highlights the need for strategic interventions. Retraining and skill gaps further exacerbate the issue, incurring high costs and creating inconsistencies in service delivery. Negative reviews related to staff training pose a tangible risk to the hotel's reputation. These challenges underscore the imperative to comprehensively address these issues, enhancing overall employee satisfaction and, consequently, guest experience.
The SWOT and TOWS analysis provide a strategic framework for The Westin Dragonara Resort Malta to navigate these challenges. By leveraging brand recognition, positive employee engagement initiatives, and existing strengths, the hotel can attract and retain a dedicated workforce. Opportunities such as investing in improved training programs, providing clear career development pathways, and implementing mentorship programs for interns are identified as pivotal avenues for positive transformation.
Acknowledging the threats posed by industry competition and economic factors, the hotel can strategically counteract these challenges. Cost-effective training programs, workforce diversification, and a focus on positive employee experiences emerge as strategic measures to mitigate the impact of high turnover rates.
Looking ahead, we express sincere gratitude to The Westin Dragonara Resort Malta for the collaborative opportunity on this comprehensive analysis. We appreciate the chance to contribute to its strategic initiatives and stand ready to provide ongoing support in implementing the proposed changes. The recommendations presented serve as a strategic roadmap for fostering a more engaged, committed, and satisfied workforce, contributing to the long-term success of the organisation. We eagerly anticipate witnessing the positive outcomes of the proposed changes and the continued success of The Westin Dragonara Resort Malta.
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I don't feel it's a Marriott property as | worked in other country as Marriott associate this
hotelis totally different like no proper tools, very poor problem solving skills, what
Marriott promises to their associate nothing followed by this hotel management
ventilation system doesn't work as it should be no food in the cafeteria even no cutleries
tissue hand soap not enough washroom did anyone herd about all these ina § star hotel
like Marriott a lots of problem
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