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The hospitality industry is highly competitive and relies heavily on a skilled and engaged workforce to deliver high-quality customer service. Staff turnover is a significant problem in many hotels, including the Park Plaza Waterloo, which has been experiencing high staff turnover rates in recent years. This report aims to identify the root cause of the problem, analyse the information gathered, apply situational analysis models, evaluate alternative solutions, and recommend a plan for implementing a solution. The report will also outline a communication plan with stakeholders and monitoring and review techniques to ensure the effectiveness of the solution. This report is based on information gathered from interviews with staff members, management, and HR personnel, as well as data on turnover rates and industry benchmarks. By identifying and addressing the causes of high staff turnover, the Park Plaza Waterloo can improve staff retention and ultimately provide better customer service to guests.
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The Park Plaza Waterloo is experiencing a high rate of staff turnover, which is a complex problem that is affecting the organization's ability to provide high-quality service to its guests. The problem is widespread, affecting all departments, and has been ongoing for the past two years. Staff members are leaving the hotel at an alarming rate, and the hotel is struggling to attract and retain skilled and experienced employees.
The actual and potential impact of high staff turnover is significant, as it can affect the quality of service provided to guests, the reputation of the hotel, and the morale of the remaining staff. A high staff turnover rate can result in a loss of institutional knowledge and experience, which can lead to lower productivity, decreased efficiency, and increased training costs. Furthermore, it can also result in a decrease in customer satisfaction, as guests may experience inconsistency in service quality due to the high turnover of staff. Additionally, high staff turnover can negatively affect the organization's reputation in the industry, as potential employees and customers may perceive the hotel as an undesirable place to work or stay.
The scope of the problem is significant, as it affects all areas of the hotel, including front of house, housekeeping, food and beverage, and management. The high staff turnover rate has resulted in a decrease in staff morale and engagement, which can further perpetuate the problem. As such, it is essential to identify the root causes of the problem and implement an effective solution to address it.
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To identify the possible causes and root causes of the high staff turnover problem at Park Plaza Waterloo, a cause-and-effect analysis using a Fishbone diagram was conducted. The possible causes identified were categorized into six main categories: management, work environment, employee development, compensation and benefits, recruitment and selection, and work-life balance. Further analysis was conducted to filter out the possible root causes, and it was found that poor management and a negative work environment were the actual root causes leading to high staff turnover.
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 In addition to the Fishbone diagram analysis, a SWOT analysis and a PESTLE analysis were conducted to gain a better understanding of the current situation at Park Plaza Waterloo. The SWOT analysis helped to identify the hotel's strengths, weaknesses, opportunities, and threats, while the PESTLE analysis identified the external factors that may influence the hotel's performance. The results of both analyses were used to suggest a range of alternative solutions to address the high staff turnover problem.
SWOT 
The SWOT analysis revealed that the hotel has a strong brand image, a good location, and a diverse workforce as its strengths. However, poor management, lack of employee development opportunities, and low job satisfaction were identified as weaknesses. Opportunities such as expanding the hotel's services and improving employee benefits were identified, while the threat of competition and changes in the economic environment were also identified.
PESTLE 
The PESTLE analysis identified the political, economic, sociocultural, technological, legal, and environmental factors that may influence the hotel's performance. For example, changes in employment laws, economic downturns, and advancements in technology were identified as potential threats, while changes in customer preferences and societal attitudes towards sustainability were identified as potential opportunities.
SWOT with Pestle combined 
The combination of SWOT and PESTLE analysis was used to gain a holistic view of the hotel's internal and external environment, and how it may impact the high staff turnover problem. It was found that workforce planning and organizational change were the key areas where solutions could be implemented.
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Based on the findings and analysis above, the following range of alternative solutions (three preferred) are suggested to address the high staff turnover problem at Park Plaza Waterloo:
Improving management: Implementing leadership training programs for managers and creating a positive work environment to increase employee job satisfaction and reduce turnover.
Offering employee development opportunities: Providing training and development opportunities for employees to enhance their skills and knowledge and improve their job satisfaction and motivation.
Increasing employee benefits: Providing competitive compensation and benefits packages, such as flexible work arrangements and health insurance, to attract and retain employees.
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First, we need to identify the criteria to evaluate the solutions. These criteria could include effectiveness in reducing staff turnover, cost-effectiveness, ease of implementation, and impact on employee morale.
Next, we need to assign weights to each criterion to reflect its relative importance. For example, reducing staff turnover might be given a weight of 40%, cost-effectiveness 30%, ease of implementation 20%, and impact on employee morale 10%.
Then, we evaluate each solution against each criterion and assign a score based on its performance. The scores can be on a scale of 1 to 5, with 5 being the highest score.
Finally, we multiply the score for each criterion by its weight and add up the results for each solution to get a total score. The solution with the highest total score would be the most appropriate one.
Here is the weighted decision-making matrix
	Criteria
	Weight
	Solution 1
	Solution 2
	Solution 3

	Effectiveness in reducing staff turnover
	40%
	4
	5
	3

	Cost-effectiveness
	30%
	2
	4
	5

	Ease of implementation
	20%
	3
	4
	4

	Impact on employee morale
	10%
	4
	3
	5

	Total Score
	
	2.8
	4.4
	3.9


Based on this evaluation, it appears that Solution 2, offering employee development opportunities, is the most appropriate one as it scored the highest overall.
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To implement the selected solution of providing training and development opportunities for employees, we have developed a work plan with clear milestones and deliverables. We will use an ADKAR model to guide our implementation process.
Awareness: We will create awareness among employees about the new training and development programs through internal communication channels, such as company newsletters, email announcements, and staff meetings.
Desire: We will generate a desire among employees to participate in the training programs by emphasizing the benefits of learning new skills and knowledge, such as career advancement, job satisfaction, and personal growth.
Knowledge: We will provide employees with the necessary knowledge and skills to participate in the training programs through pre-training materials, such as online tutorials, handbooks, and orientation sessions.
Ability: We will ensure that employees have the ability to apply the newly acquired knowledge and skills by providing ongoing coaching and support during and after the training programs. We will also provide access to resources and tools to apply the new knowledge in their daily work.
Reinforcement: We will reinforce the new learning by recognizing and rewarding employees who demonstrate the application of the new knowledge and skills in their work. We will also provide opportunities for employees to share their experiences and lessons learned with their peers.
We will track the progress of our implementation plan using a Gantt chart, which will help us to monitor the milestones and deliverables and ensure that we are on track with our timeline. The Gantt chart will include the following activities:
Create awareness among employees (Week 1-2)
Generate desire among employees (Week 2-3)
Provide knowledge and skills to employees (Week 3-4)
Ensure ability to apply knowledge (Week 4-5)
Reinforce new learning (Week 5-6)
We will assign responsible individuals for each activity and ensure that they have the necessary resources and support to complete their tasks. We will also conduct regular progress reviews and adjust our implementation plan if necessary to ensure that we achieve our goals.
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· Stakeholder Identification:
· Employees
· Management Team
· Human Resources Department
· Board of Directors
· Investors
· Customers
· Influence/Power and Interest Matrix:
· Employees: High Power, High Interest
· Management Team: High Power, High Interest
· Human Resources Department: High Power, High Interest
· Board of Directors: High Power, Low Interest
· Investors: High Power, Low Interest
· Customers: Low Power, High Interest
· Stakeholder Engagement Plan:
For stakeholders with high power and high interest (employees, management team, and human resources department), we will have frequent and open communication channels to ensure that they are informed and engaged in the implementation process. This will include regular updates on progress and opportunities for feedback and input.
For stakeholders with high power and low interest (board of directors and investors), we will provide periodic updates on progress and the impact of the solution on the company's performance. We will also highlight the benefits of the solution to the overall success of the organization.
For stakeholders with low power and high interest (customers), we will communicate any changes to the company's operations that may affect their experience. We will also highlight the benefits of the solution to the overall improvement of the customer experience.
We will utilize a range of communication channels, including email, company newsletters, staff meetings, and one-on-one meetings, to engage with stakeholders at appropriate intervals. We will also ensure that responsible individuals are assigned for each stakeholder group to ensure timely and effective communication.
Stakeholder Communication Plan:

	Stakeholder
	Power/Interest
	Key Interest and Issues
	Communication Vehicle
	Frequency
	Comments

	Employees
	High/High
	Job satisfaction, career growth, training opportunities
	Company email, meetings, training sessions
	Regular (weekly/monthly)
	Ensure feedback mechanism is in place

	Management
	High/High
	Retention rates, productivity, cost-effectiveness
	Meetings, progress reports, emails
	Bi-weekly/monthly
	Highlight positive outcomes and ROI

	Investors
	High/Low
	Financial performance, ROI
	Annual reports, investor meetings, newsletters
	Annually/quarterly
	Emphasize the success of the retention strategy

	Customers
	Low/High
	Quality service, continuity of service
	Website, customer service hotline, social media
	As needed
	Share success stories of employee development

	Community Groups
	Low/Low
	Employment opportunities, social responsibility
	Press releases, community events
	Annually/semi-annually
	Highlight employee development programs

	Industry Associations
	Low/Low
	Best practices, industry trends
	Conferences, webinars
	Annually/semi-annually
	Share the company's retention strategies and success stories
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To ensure the successful implementation of our solution, we will use various monitoring and review techniques that will help us track progress, identify issues, and make necessary adjustments. One of the techniques we will use is the ADKAR gap model.
The ADKAR gap model is a tool that helps us measure progress by comparing the current state of our employees' knowledge, skills, and behaviours with the desired state. It helps us identify gaps in the implementation process and take corrective actions to close those gaps. The model consists of the following stages:
1. Awareness: Have employees been made aware of the new training and development programs?
2. Desire: Do employees want to participate in the training programs?
3. Knowledge: Have employees received the necessary knowledge and skills to participate in the training programs?
4. Ability: Are employees able to apply the newly acquired knowledge and skills in their work?
5. Reinforcement: Is the new learning being reinforced and sustained over time?
We will use the ADKAR gap model at different stages of our implementation process to assess the progress and identify gaps. We will collect data through various sources, such as surveys, focus groups, interviews, and performance evaluations. Based on the data collected, we will develop action plans to address the gaps identified
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Certainly. In conclusion, the problem of high staff turnover at Park Plaza Waterloo was identified, and a range of alternative solutions were presented. The solution of providing training and development opportunities for employees was selected through a weighted decision-making matrix, and an implementation plan was developed using the ADKAR model. The plan includes creating awareness, generating a desire, providing knowledge and skills, ensuring the ability to apply knowledge, and reinforcing the new learning. Additionally, a stakeholder communication plan was created to ensure successful engagement with all relevant parties. The plan includes identifying stakeholders, creating an influence/power and interest matrix, and outlining a stakeholder communication plan that takes into account their power and interest levels. Finally, monitoring and review techniques were discussed to ensure the successful implementation of the plan, including using a Gantt chart to track progress and regularly reviewing the plan and making adjustments as needed.
By implementing the selected solution and following the outlined plans, Park Plaza Waterloo can work towards reducing staff turnover and creating a positive work environment for employees. This will not only improve employee morale and job satisfaction but also benefit the organization through increased productivity and better customer service. However, it is important to note that the success of the plan depends on the commitment and support of all stakeholders, including management, employees, and external partners. Therefore, ongoing communication and collaboration will be essential to achieve the desired outcomes.
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