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[bookmark: _Toc71012525]Introduction
The variety of problems at the workplace and their complexity are being redefined in the light of the recent Covid-19 global pandemic. Consequently, employers and employees are facing new difficulties and challenges that also affect the stakeholders involved in every sector or enterprise. Among the hardest hit is the hospitality industry- being vital social and economic segment with significant contribution to the world economy, it is extremely exposed to environmental threats like the COVID-19 and affected economically (Dube, et al., 2020). Even before the pandemic, hospitality workers were reportedly so unhappy and  disappointed with their jobs that the average period of employee staying at the same job was only 12 months (Gerard, 2016), compared to the average of 4.5 years for all employees in the UK (Wilson, 2017). Dissatisfaction with the workplace is believed to be the main cause for the high employee turnover triggered by stress and overwork (Heimerl, et al., 2020a). Therefore, this report focuses on analysing the causes and effects of low job satisfaction, and its actual and potential influence on the organisation by studying the case of a dissatisfied employee working in a hotel in Central London who applied for promotion and was refused as well as the possible solutions and implementing the most suitable one.
[bookmark: _Toc71012526]Discussion on the nature and impact of the problem Low Motivation at the workplace
According to a report published by UK Hospitality (2018) it is the “third largest employer in the UK” and just before the pandemic has started, the first three months of year 2020 saw the number of employees in the industry rise to 2.53 million. Recruiting and retaining experienced employees is a real issue for the hospitality industry hence the employee job satisfaction is very important as well as the reasons and factors affecting it (Heimerl et al.,2020a). Such is the case of a cleaner who is working for over two years at a hotel in Central London. She feels underappreciated and finds her working activities too mundane and even though there are no significant issues with the colleagues or management she does not enjoy her job anymore. After her application for transfer in the Front Office department was refused, her job motivation decreased significantly. She is now thinking of leaving the company and this could add to the high level of employee turnover at the hotel, also common for the hospitality industry in general. As Heimerl et al. (2020a) observe in their report high employee turnover could also result in huge further expenses for the organisation. Furthermore, they claim that job satisfaction is fundamental for stimulating and building loyalty and trust among employees and has undeniable positive effect on the value of products and services as well as on the relations with the stakeholders- customers, management, and employees, and on the overall operation and profitability of the organisation.
[bookmark: _Toc71012527]Cause-and-effect analysis
To find the best solution for the problem of low employee motivation in this case and considering its complexity a suitable tool is the Fishbone Diagram, presented in Figure 1., also known as the “cause-and -ffect diagram” first introduced by Ishikawa in 1985, aiming at enhancing operation by identifying possible root causes that need to be addressed (Watson, 2004). 
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The cause-and-effect analysis suggests that the complexity of the problem is determined by the following causes:
· The hospitality industry is well-known for demanding long working hours, night shifts and weekends (Ruiz-Palomo et al., 2020). The existence of a good balance between private life and work is beneficial for job satisfaction, permanent employment contracts also contribute to the job satisfaction as well as tailor made working hours where possible (Heimerl et al.,2020a). 
· Salary- the industry is offering one of the lowest hourly pay-rate at £8.72 in contrast to £13.65 for other industries across the UK (Hutton & Foley, 2021). Increasing the net earnings, introducing overtime pay and providing any kind of incentive (for example annual bonus) could improve employee job satisfaction. 
· Professional development: Personnel training, development and promotion have recognised positive effect job satisfaction, and they should be expanded (Kong et al., 2018). According to Johnson (2019) promoting staff from within the company increases morale and confidence and it also decreases the amount spent on recruiting which could be significant every year. Furthermore, she observes that investing in current employees and letting them take more risks builds trust and has motivational on the existing staff. 
· Working environment and the corelation between employees, colleagues, and customers, as well as working atmosphere and company culture are all very important for providing happiness at the workplace (Stamolampros et al., 2019). Rejection among colleagues also has negative effect on job satisfaction and often leads to “emotional exhaustion” (Bedi, 2019). This can be improved by focusing on enhancing communication in the workplace and by celebrating success.
· Leadership and management: In their study Baquero et al. (2019) emphasise on the importance of communicating the vision and mission of the company, and the promotion on self-confidence. Often employees might feel less important for the company than the profitability and this leads to demotivation. A brilliant example for handling this problem is the Philips case study (Business Case Studies, 2021) illustrating the empowerment of employees by involving them direct in the production and decision-making, motivating their individual engagement. According to Heimerl et al. (2020a) another solution would be a “sustainable leadership” focusing on balancing what employees, profitability and environment need.
· Working activity is another factor influencing job satisfaction according to Heimerl et al. (2020a) and they emphasise on the importance of challenges at work combined with less mundane tasks, which can be achieved by giving more responsibilities and encouraging risk taking.
· Infrastructure: The hospitality industry is infamous for unsatisfactory working conditions and low pay (Ruiz-Palomo et al.,2020). 
[bookmark: _Toc71012528]PESTEL Analysis
Before investigating the possible solutions and as part of the decision making-process, the macro-environment should be also taken in consideration- all those factors the company can’t control but have a huge impact on its existence. A very useful decision-making technique is the PESTEL analysis (Boyce, 2020). More detailed PESTEL analysis is available in Appendix A), however, the factors of each main element of the analysis, directly affecting the organisation where the dissatisfied employer work, are:
Political 
Covid-19 affects all aspects of the PESTEL analysis. Since any restrictions in regard to Covid-19 are controlled by the government, the imposed lockdowns and travel bans are unfavourable political factors as they put a stop to the business, add to uncertainty and modify the customer behaviour – people are less willing to travel. In addition, the Brexit process creates uncertainty, puts legal and regulatory burden on the business (Zhomartova, 2020). The hospitality industry is predicted to face significant difficulties, for example, reduced number of tourist and decreased profit for hotels, as well as lack of employees. The Office for National Statistic (2019) reports that approximately 12% of the personnel involved in hospitality businesses in UK consists of immigrants from EU, whereas the percentage for London is significant- 40%. 
Economic factors
The pandemic has devastating effect on all industries across UK and as result productivity is low and majority of hotel customers have reduced income and are limited to spending and travelling. According to a report published by the UK Parliament the financial results of the hospitality industry in April 2020 were down by 90% in comparison to February 2020 as a result of the COVID-19 restrictions and the national lockdowns; also, the Office for National Statistic reports that only 43% of the hospitality businesses are still trading whereas this figure is significantly higher -74% for all other industries (Hutton & Foley, 2021). There are few government incentives to boost the business during the pandemic like the Coronavirus Job Retention Scheme (CJRS) and Eat Out Help Out incentive, reduced VAT rates and interest rates, as well as small business grants and easier access to loans (Hutton, 2021). 
Social factors
The pandemic also altered the customer behaviour- the travel and social gatherings ban, the fear of travelling due to COVID-19 and the overall change in lifestyle. 
Technological factors
The fast development of social media and its influence on the customer behaviour determines how they would make a booking and their preference towards online booking platforms. Implementing advanced technologies gives a competitive edge to the organisation and leads to higher customer satisfaction. 
Environmental factors
According to Heimerl et al. (2020b) “A higher level of job satisfaction results in higher driver for sustainable development.” Their research reveals that higher job satisfaction reduces the  high volumes of employee turnover and builds loyalty among them, the quality of products and eservices improves which leads to more satisfied client and thus endorses the sustainable development of the company. 
Legal factors
Legal factors are related to political factors. Complying with the new laws and guidelines in connection to COVID-19 have put economical strain on the hospitality industry and negatively affect profitability.
[bookmark: _Toc71012529]Alternative solutions to the problem
The conducted cause-and-effect analysis from Figure 1., the PESTEL analysis, included in Appendix A and the Interview conducted by the management consultant, presented in Appendix B, narrowed down the causes of the complex problem of dissatisfied employee to three root problems: Promotion, Work activities and Salary. 
· One of the solutions would be a training provided by the hotel, however the PESTEL analysis shows the industry in general is struggling, and the hotel makes no exception and cannot afford to invest in a training program. 
· A promotion would solve the three root problems however the Fishbone analysis reveals this is not feasible due to the financial aspect of this solution.  Also, an inexperienced co-worker can require extra attention and efforts from the experienced one, which puts extra pressure on them and that might lead to an experience employee leaving (Heimerl et al., 2020a). 
· Therefore, the proposed solution that would also fit the needs of the organisation is for the employee keeping her existing position and she could utilise any free of her duties time to train in the Front office department until she is ready to complete the transfer.
[bookmark: _Toc71012530]Plan for implementing the solution

· Goals/Objectives: Training of an unexperienced member of staff without adding pressure on the existing staff in the department
· Time frame: For two weeks she will be only observing the staff at reception performing their duties, in her own time, so there is no disruption and slowdown of the working process. This will be also a good opportunity to get a feeling of the job and to decide if she would enjoy it more than her current position. That would also add to the work activities, so she doesn’t feel they are too mundane.
· Resources: After the two weeks training period only one experienced member of staff will be needed, that could also be the Duty manager. The self-training period is unpaid and will give time the company to find a new cleaner for the vacant position. The management should consider an introduction of different forms of incentives under the form of bonuses and to improve their training and development program. 
· Team Member Responsibilities: The employee should focus on improving her qualifications and abilities, for example communication skills, so she can be a better prepared for the job. 
· Metrics for Success: After the two weeks self-training period an appraisal with the Front office manager will be held and after confirming the new member is happy to be transferred to the FO Department, she will be doing shorter paid shifts of 4 hours in the less busy times for another two weeks. 
· Adapting to changes in plan: The employee is aware of the possibility of prolonging some of the time frames in case the hotel becomes extremely busy, or if there is a delay in finding a cover for her old position.
· Evaluation: One month is estimated to be sufficient for the new member to learn the basics of the new position, without affecting the existing staff. Also, this is an excellent opportunity to demonstrate her determination to the employer.
[bookmark: _Toc71012531]Communicating the plan to the stakeholders
The solution of the low motivation problem of the dissatisfied employee will have an impact on the stakeholders involved as follows:
· Management: Being an unorthodox decision never applied in the company before, the solution imight present few challenges to the management and requires successful communication with the stakeholders. 
· Colleagues: The employees from the Housekeeping department she is leaving from might see this as an example of taking care of the existing employees and boost their morale and built loyalty to the company.  Contrary, the employees in the Front office department she is being transferred to, might feel threatened or anxious about having to pay extra attention to an unexperienced member of staff therefore it is very important the implementation plan to be well explained and discussed with them. 
· Customers are very important stakeholders as they will also be directly affected with the transfer and the quality of the provided services should not be disturbed
[bookmark: _Toc71012532]Conclusion
Low job satisfaction is a serious problem for the hospitality industry affecting operations, stakeholders, and profitability. The business should be pro-active and looking into more creative solutions to the problem, utilising all available resources, empowering the employees, and carefully preparing the stakeholders for eventual changes. The discussed case in this report leads to the conclusion that the hotel should take into consideration creating a program for anyone that strives to perform better and to improve themselves and ,moreover , are looking to do that at their existing workplace rather than looking for a new job. Every company needs such employees, and this could be the long-term solution to their struggle with high turnover and the potential problems associated with that.
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	P
	E
	S
	T
	L
	E

	Political
	Economical
	Social
	Technological
	Legal
	Environmental

	*Government stability
*Brexit 
* Lockdowns
*Travel ban
*Terrorist threat
	*Low interest rate
*Low productivity level
*Decrease in consumer spending

	*Pandemic lifestyle changes
*The rising power of AIRBNB
*Fear of travelling
*Demographics
*Standard of life
*Consumer demographics
*Growth rate 
	*Innovations
*Digitalising of the business
*Change in the customer behaviour -booking and payment
*Online publicity and reviews
	*Employment legislation, GDPR
*Customer rights
*COVID-19 Government guidelines 
*License
	*Climate change
*Plastic usage
*Using renewable energy
*Corporate Social Responsibility
* Sustainable Leadership
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A discussion on the nature and impact (actual and potential) of the complex problem on the overall performance of organisations:
Low employee satisfaction- lack of motivation. The employee requested promotion and transfer to another department but was refused
Z: Good Morning, Loredana! You are here today to be consulted on an important problem at your workplace. Can you please share what is your main concern so we can discuss this with more details?
L: I work as a cleaner in the hotel and recently I don’t enjoy my work anymore and my motivation is really low. I started thinking of leaving this company and try to find better job elsewhere.
Z: Recruiting and retaining experienced employees is a real issue for the hospitality industry therefore the employee job satisfaction is very important as well as the reasons and factors affecting it. Can you maybe think of a reason why you feel that way?
L: One of the reasons is that I applied to be promoted as receptionist however my application was refused. I feel this is unfair especially after I am working here 2 years already and I am doing my job very well. But that is not all-in general I feel really de-motivated, on the surface everything is fine however I am just not happy at my job.
Z:  First of all, I am really sorry to hear you feel this way. I want to assure you that your employer takes this matter seriously and that is why I am here today so we can solve this problem together. You mentioned you are with the company for 2 years already- this is twice as long the average job length in the hospitality industry compared to 4 and half years for all other industries in the UK. The high level of employee turnover leads to enormous additional costs for the company every year and a low job satisfaction is usually a reason for that. A study of workers conducted by Personal Group (The Week, 2019) revealed that satisfaction at the workplace has fallen progressively between 2017 and 2019 from 51% to 41%. So, your problem, unfortunately, is common for most employees in UK and can lead to potential problems such as financial results and profitability, as well as on its relations with the stakeholders- employees, customers and business partners. 
To find the best solution for your case I suggest we do a cause-and-effect analysis because of the complexity of the problem and a very suitable tool will be the Fishbone diagram. Have you heard of it?
L: No, I haven’t, can you explain please? 
Z: Cause-and-effect analysis is a method that helps recognising all reasons related to a particular problem before limiting to the core causes that needs to be addressed and the diagram helps illustrating that. So, let’s look at the problem – low employee motivation. 
The complexity of the problem is determined by some of the factors like 
· Working hours- the industry is often criticised for demanding long day and night shifts as well as working weekends
· Salary- the industry is offering one of the lowest hourly pay-rate at £8.72 in contrast to £13.65 for other industries across the UK (Hutton and Foley, 2021)
· Professional development- one of the major factors influencing job satisfaction and we can see that in your case, too. I think we can agree this is one of the root problems here
· Working environment, working climate and company culture are important for job satisfaction 
· Leadership and management- communicating the vision and mission of the company, promoting trust and confidence. 
· Working activity – the satisfaction with challenges at work and less monotonous tasks. 
Considering your desire for promotion and you not enjoying your job role anymore I think we can agree this is another root problem in your case
· Infrastructure: Hospitality industry is infamous for poor working conditions and low wages 
L: Actually, if I think about it, for all the time that work here I never received any kind of incentive or sign of appreciation of my job: all we get is the agreed salary
Z: Well, here is another root cause for this complex problem! Before we investigate the possible solutions, and as part of the decision making-process we need to consider the macro-environment- all those factors the company can’t control but have a huge impact. A very useful decision-making technique is PESTEL analysis.
Political Factors:
- Covid-19 According to a report published by the UK Parliament the financial results of the hospitality industry in April 2020 were down by 90% in comparison to February 2020 because of the COVID-19 restrictions and the national lockdowns; also, the Office for National Statistic reports that only 43% of the hospitality businesses are still trading whereas this figure is significantly higher -74% for all other industries. (Hutton and Foley, 2021)
- Brexit will reduce the number of visitors and reduce the revenue of the hotel
Along with the uncertainty surrounding the process and the legal and regulatory pressures the biggest challenge hospitality industry will face is shortage of employees. The ONS has revealed that around 12% of the hospitality workforce in the UK- is represented by EU immigrants and composes nearly 40% of the London workforce (Office for National Statistic, 2019)
- Lockdowns put a stop to the business
- Travel ban adds up to the uncertainty 
- Government incentives – business support scheme such as CJRS/ furlough, eat out help out scheme, reduced VAT rate, small business grants
Economic Factors:
· Due to the pandemic, there are certain incentives to boost the business like very low interest rates and easier access to loans
· Low productivity 
· People are left with less income to spend on leisure activities
Social Factors:
· Fear of travelling due to COVID
· The ban for travel and social gatherings
· Change in the lifestyle 
Technological factors:
· Rise of social media and development of the online booking platforms transforms the customer behaviour and how they would book a room
· Adopting various technologies is very important because it helps reduce cost and enhance the customer experience
Legal factors:
· Legal factors are connected to the political factors
· The introduction of new laws and guidelines in connection to COVID-19 have increased the cost of operation and affect the profitability
Z: We narrowed down the causes of your complex problem to 3 root problems:
Promotion, work activities and low wages and having also looked at the Pestel analysis and the contribution of the macro-environmental factors I think we can come up with alternative solutions:
One of the reasons you were refused the promotion at this stage was that you have no experience as a receptionist an inexperienced co-worker can require extra attention and efforts from the experienced one, which puts extra pressure on the existing staff. If we add the complications because of the Covid-19 we observed through the PESTLE analysis and its negative effects on the workplace threat that might lead to an experience employee leaving. We can suggest as one of the possible solutions a training to be provided by the organisation, however the PESTEL analysis clearly shows the Industry is struggling and unfortunately, our company is no exception and cannot afford to invest now specialised training because this will mean they need to find someone for your position. Obviously, a promotion would solve the three root problems however the analysis we have done show this is not possible due to the financial aspect of this solution. So, I would suggest a unique for your situation solution that also fits the organisation’s needs- you keep your existing position because the company is very happy with the way you do your job and in your free time you are welcome to train with the front office staff.
L: Can you please explain this solution in more details and how the company will implement this solution in reality?
Z: Yes, of course! 
For two weeks you will be only observing the staff at reception, so you don’t add to their workload and slow down the working process- how they perform their tasks, how they interact with clients, their body language, as we discussed in your own time. This will be also a good opportunity for you to get a feeling of the job and to decide if you would enjoy it more than your current one. That would also add to the work activities, so you don’t feel they are too mundane. Also, you might want to look into improving your abilities by doing a course to improve your communication skills to be a better fit to the job. After the two weeks you will have an appraisal with the Front office manager and if you decide to go ahead with the transfer than you will do short shifts of 4 hours in the less busy times for another two weeks. This will be paid to you and will require only one member of the reception team to work with you. Hopefully, after that you will be ready for a full transfer to the new department. 
I believe that one month is sufficient for you to get the basics of the new position, and it is a wonderful opportunity to demonstrate your determination to the employer.   Apart from that we will suggest to the company management to introduce different forms of incentives under the form of bonuses and to look into their training and development and create a program for anyone like you that likes to perform better and  improve their selves and are looking to do that at their existing workplace rather than looking for a new job because the company needs such employees and this could be the long-term solution to their struggle with high turnover and the potential problems associated with that we already mentioned earlier.
L: Thank you very much, I am looking forward to starting my training!
Z: I wish you best of luck and I am sure you will perform great in your new role!
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