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[bookmark: _Toc80963442]1. Problem Definition

In this report, a complex issue in my current employment will be defined and reviewed. Using the appropriate and recognised problem-solving tools and techniques, I am going to demonstrate my understanding on the topic, identify and analyse the causes and effects, and propose various types of possible solutions to solve the complex problem in the workplace. To identify the complex issue, I am going to reflect on my personal experiences, and draw examples from different resources.

Employee Dissatisfaction in Hospitality due to long working hours.

[bookmark: _Toc80958453][bookmark: _Toc80963443]Organization, type of business and the problem

To begin with, I am going to provide a brief introduction of the organization, followed by a brief description of the causes of the problem.
The company where I am currently working at is a busy venue in the heart of the city. The Restaurant have the seating capacity of several hundred people, located in central London, rich in tourist attractions and popular locations to visit. The venue trying to keep up with the current entertainment and gastronomical trends, therefore it requires several employees, who are distributed between departments, such as Kitchen staff (Back of house), Bar and Floor staff (Front of house) or Management. The main source of income in this field is food and beverage, but their physical selling products are just a certain percentage of the actual income which the venue generates. With enough profit, the company can pay their employees with a competitive salary, compared to other local employers, but there are still problems with the workplace that require a solution. In my five years of experience at the company, working in the same location, my observation is that majority of the employees are unhappy with their working hours, this causes employee dissatisfaction, which usually resulting in a negative impact on their work performance. This phenomenon is a very common issue in all kinds of establishments in the hospitality industry, also in every department within restaurants and bars. Employees often complaining about long working hours, less than enough time to have appropriate amount of rest between the current and the upcoming shifts, or even being dissatisfied with their salaried, due to poorly recorded working hours. (Albattat, 2014) Majority of the time, the management or the overall managing system of the organization must take the blame for these problems. In an ideal word, the head of the organisation would come up with an action plan to solve these complex issues, by identifying the problem that causing the employees being dissatisfied and producing poor performance at work. This may result in loss of profit, which leaves the owner of the company, and other shareholders to question whether the management is able to identify the causes of the loss, and to be able to solve the problem. Satisfied employees are always beneficial for all types of workplaces, therefor it is extremely important for the companies to make sure that the issues of the employees are solved. (Peter Heimerl, 2020)

[bookmark: _Toc80958454]
[bookmark: _Toc80963444]2. Tools and techniques used to identify and define the problem

SWOT, PESTLE, Causes and Effects (Fishbone diagram)

Since I am currently an employee of the company where the problem occurs, and I acquired several years of experience in that particular venue, it is obvious, that the most appropriate tool to use in these circumstances is observation.
By observing the problem, and watching it under different circumstances, I am able to understand the problem’s true nature. Getting feedback from other employees, gaining a good understanding of their experiences.

[bookmark: _Toc80958455][bookmark: _Toc80963445]Tools used to evaluate the current situation
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	[bookmark: _Toc80958457][bookmark: _Toc80963447]Strengths
	[bookmark: _Toc80958458][bookmark: _Toc80963448]Weaknesses

	· [bookmark: _Toc80958459][bookmark: _Toc80963449]Competitive salary
· [bookmark: _Toc80958460][bookmark: _Toc80963450]Financial stability to introduce new technological inventions
· [bookmark: _Toc80958461][bookmark: _Toc80963451]Large number of employees
· [bookmark: _Toc80958462][bookmark: _Toc80963452]Variety of job opportunities
	· [bookmark: _Toc80958463][bookmark: _Toc80963453]Busy work environment
· [bookmark: _Toc80958464][bookmark: _Toc80963454]Various employee background
· [bookmark: _Toc80958465][bookmark: _Toc80963455]Wants and needs of employees
· [bookmark: _Toc80958466][bookmark: _Toc80963456]Work schedule always have to be flexible

	[bookmark: _Toc80958467][bookmark: _Toc80963457]Opportunities
	[bookmark: _Toc80958468][bookmark: _Toc80963458]Threats

	· [bookmark: _Toc80958469][bookmark: _Toc80963459]Feedback from staff members
· [bookmark: _Toc80958470][bookmark: _Toc80963460]Attention on recorded working hours
· [bookmark: _Toc80958471][bookmark: _Toc80963461]Employee friendly shifts
· [bookmark: _Toc80958472][bookmark: _Toc80963462]Introduction of a new system
	· [bookmark: _Toc80958473][bookmark: _Toc80963463]Employees dissatisfied
· [bookmark: _Toc80958474][bookmark: _Toc80963464]Employees poor work performance
· [bookmark: _Toc80958475][bookmark: _Toc80963465]Employees resigning, looking for new job
· [bookmark: _Toc80958476][bookmark: _Toc80963466]Toxic work environment
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Political Factors:

	· Regulations of the council regarding late night venues
· Overall low Political risk

	
Environmental Factors:

	· Late opening time due to local competition
· Long travel time to work, air pollution

	
Social Factors:

	· Employees find difficulties to maintain healthy social life due to long working hours
· Unhealthy, stressful work environment

	

Technological Factors:

	· Employer must provide the appropriate Technology to record working hours
· Various Technologies taking over from human workforce, doing their job for lower cost

	


Legal Factors:

	· Employees required to work their minimum contracted hours
· Health and safety regulations related to working hours
· Employees age requirements (under 18, under 21, over 50)

	

Economic Factors:


	· Rise of average income in hospitality
· Rise of tourism in the city due to high interest in gastronomy and entertainment
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[bookmark: _Toc80963468]Ishikawa Cause and Effect Diagram (Fishbone Analysis) 


	People
	Method
	Measurement

	· Stressful
· Demotivated
· Tired
· Lazy
· Dissatisfied
	· Route to work
· Distance to work
· New Technology
	· Clocking in
· Recorded time sheet
· Fair payments
· Competitive salary

	
	

Employees over worked and stressed in hospitality.

	· Public Transport
· Computers
· Fingerprint machine
	· Air pollution
· Weather
· Seasons
· Tourism
	· Attention on customer satisfactory
· Attention on employee satisfactory

	Machine
	Environment
	Management
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[bookmark: _Toc80958480][bookmark: _Toc80963470]Solution 01 
Installing self-operating clock in and out machines, that way the company can ensure that the employees working hours are correctly recorded, therefore their salary is based on actual numbers which reflects the actual time spent in the venue. Examples for this operation system can be fingerprint based machines, or mobile apps which can be available for every single employee.

[bookmark: _Toc80958481][bookmark: _Toc80963471]Solution 02 
Hiring more employees. By increasing the number of work force, the company can ensure that the existing staff members are working strictly within their contractual working hours. An average of 40 hours per week. Also, no employee exceeding a maximum of 8 to 10 working hours per shift. Calculating the number of employees that is enough to cover the given quantity of guests need to be served each day, based on the number reservations and the popularity of casual walk-in customers, forecasted according to the last year sales. Important to provide opportunity for feedback from employees, as well as to distribute the work shifts fairly and equally between colleagues.

[bookmark: _Toc80958482][bookmark: _Toc80963472]Solution 03
Compensating with extra money if the employee exceeding their contracted 8 hours of work in one shift, working late night, or working on Bank Holidays. Agreement between the employer and the employee is necessary. This could be and additional amount of money on top of their contracted hourly wages, added to each hour, if the 8-hour shift being extended for various reasons.  

[bookmark: _Toc80958483][bookmark: _Toc80963473]Solution 04
Personalised rotas which based on the personal feedback of every employee. The management could hand out a questionnaire or a feedback form to every employee, to gather information of every staff member’s preferred working hour for each day. For a department with large number of staff members, this might be a challenge to face. With this solution, the management could satisfy every employee.

[bookmark: _Toc80958485][bookmark: _Toc80963474]4. PMI Decision Making tool
[bookmark: _Toc80958486]
[bookmark: _Toc80963475]Solution 01 - Clock in machines - PMI Model (score scale is 5)
	Plus Points
	Minus Points
	Interesting Points

	1. Reduce the time of administration - 4
	1. Company must allocate extra budget for technology (-3)
	1. New technology is introduced for the company (+4)

	2. Accurate records - 4
	2.  Need to provide training for clock in machine (-3)
	2. Workload of admin staff reduced (+4)

	3. Employees satisfied - 5
	3. Recorded hours showing lateness (-2)
	3. Reduction of long-term cost (+4)

	4. Less stress in workplace - 4
	4. Abusing new system, if found loophole (-5)
	4. Machine connected to an app, staff can check and use from mobile phone (+4)

	5. Accurate payments for employees - 4
	5. Difficulties for employees to learn the new operation system (-3)
	5. Can check the hours of all employees in one computer system (+3)

	Total Plus Points = 21
	Minus Points = ( -16)
	Interesting Points = (+19)


Final Value for solution 01 = 21 + 19 - 16 = 24

[bookmark: _Toc80958487][bookmark: _Toc80963476]Solution 02 - Hiring more employees - PMI Model (score scale is 5) 
	Plus Points
	Minus Points
	Interesting Points

	1. Additional work force - 4
	1. Increased cost of employees (-4)
	1. New system introduced for the staff members (+3)

	2. Restaurant can provide help to other venues if needed - 4
	2. Extra budget for expenses on staff (-3)
	2. Satisfied employees (+4)

	3. Equally allocated working hours - 3
	3. Extra space required for staff (-2)
	3. No more than 8 hours of work per day (+3)

	4. Always available staff to train new employees - 3
	4. High risk of being overstaffed during non-busy period (-3)
	4. Increase in profit due to available staff (+3)

	5. Carrier opportunities - 4
	5. Need extra members for recruitment and HR duties (-2)
	5. Attention on customer service (+3)

	Total Plus Points = 18
	Minus Points = (-14)
	Interesting Points = (+18)


Final value for Solution 02 = 18 + 18 – 14 = 22

[bookmark: _Toc80958489][bookmark: _Toc80963477]5. Action Plan 

1. Introduction: Dissatisfied employees in the hospitality industry, due to long working hours and stress. Based on the given solutions above, the best and most efficient solution seems to be usage of a fingerprint operated clock-in machine to record the working hours of the staff members. Therefore, the staff receives payments which accurately reflecting their shifts.
2. Management Overview: The introduction and operation of this new technology is entirely depending on the management of the company. They must provide all the necessary resources to the employees.
3. Major Tasks: Actions must be taken, and an implementation schedule need to be presented to the management, including the necessary resources.	
4. Implementation Schedule: (Gantproject time management tool could be used)
	Task
	Duration
	Resources required

	Present my proposal to the management
	2 days
	Office area, laptop, computer, assistance

	Arrange a meeting to explain your solution
	7 days
	Meeting area, laptop, projector, speaker, notes, access to schedules

	Highlight budget required to solve the problem
	1 day weekly 
	Contact of retailer, similar issues of competitors, budget required, calculating costs

	Arrange a review meeting after the possible solution have been implemented
	1 day weekly
	Meeting area, laptop, projector, speaker notes, feedback forms, access to actual figures



5. Security and Privacy: This method is perfectly safe and secure, to contain the necessary information of the employees.

6. Support/Resource List : (mentioned above)

7. Documentation : All figures will be documented in various excel sheets, this way the company can ensure the accurate administration of the solution. Also, documentation is essential for the organisation to be able to monitor the effectiveness of the solution.

8. Monitoring Performance: The management must ensure all the necessary resources to arrange weekly meetings with company stakeholders, to identify the effectiveness of the solution. In case of any improvement needed, the person in charge with the project, must suggest appropriate solutions for the management of the company.  

9. Acceptance Criteria: According to the figures calculated by the PMI tool, the most appropriate solution has been presented to the management of the organization.	

10. Plan Approval: Drafts of the implementation plan will be produced and analyzed, then presented to the owner of the company, or the board of directors, officially getting the approval to implement the plan. 

11. Review meetings: Feedback forms and actual figures to be presented to shareholders, employees, and management to share the necessary information.
[bookmark: _Toc80958490][bookmark: _Toc80963478]Implementation process

Introducing the new system to the members of staff, giving appropriate trainings and explanation of the usage and the possible positive impact of the technology. Trainings to be arranged, necessary resources to be provided by the organisation.

[bookmark: _Toc80958491][bookmark: _Toc80963479]6. Conclusion

In summary, by observing the complex issue of dissatisfied employees in hospitality, I have gained a good understanding of the core of the issue. In my humble opinion, employees never going to be 100% satisfied with their jobs, that is just the way people wired. However, taking the necessary steps to overlook the problem that may occur in each profession, could result in actions which could identify and provides appropriate solution for the issue. This can be achieved with many different approaches.
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