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Identify the complex problem/s in workplace situation:
The aim of this assignment is to identify the problems at my workplace that is a local brand hotel in London, present alternative solutions for them by analysing the reasons and impacts.I am working in this hotel as a head housekeeper for 2 years. Due to the troubles caused by the COVID pandemic and wrong management actions, we have serious issues relating to staff and guests. With the end of the lockdowns and businesses opening, there was a serious demand for the hotel.My all staff have casual contracts and they are paid according to their productivity based on time that they spent to clean a room.The senior management decided to apply this system especially in this period to decrease the department cost.However , this situation caused that staff could not get enough working hours and they are low paid.Most of them resigned due to this problem or the staff who are still with me shows poor performance as they are unmotivated. I also suffer to find new staff because of this productivity system and do not get enough HR Support for recruitment.Especially for two months ,I overloaded the staff to do the job. This situation dropped the service quality and guest satisfaction.The hotel started to lose their repeated guest.
In hospitality, receiving complaints is generally considered in a negative atmosphere and unfortunately, if you do not have a complaint management system, it is what you write against with the risk of losing your guest. However, what a great effort you have made to win this guest. We see that it is much more costly for businesses to retain their existing customers than to acquire new customers.
In a period when financial discipline is so important for businesses to exist, no business can afford to pay this much extra cost. For this reason, it would be logical to please and retain existing guests with far less money and time spent on attracting new guests.At this point, it is very important to think critically on resources as it is not a easy situation to sort out to provide the balance between business and individual needs. 
"Thinking critically and solving problems creatively take time and effort and we should apply these scarce resources where they are most needed " (Maund A. Schriek M. Tinkler P.2017)
Apply recognised problem-solving tools and techniques
The problem is actually an opportunity to see and fix glitches. Using problem solving techniques instead of looking for work arounds to problems, real improvement is necessary for success. There are many different problem solving techniques.Most important thing is to choose suitable tools for the complex problems.
"Problems come in different sizes and shapes;some require delicacy while others require a hands on approach.Choose the right tool to fit the problem at hand.Otherwise that small leak could end up as a broken pipe" (Bolland E , .Fletcher F.2012)
I will examine the problems in my workplace by using SWOT, Pestle and Fishbone analyzes.
SWOT Analysis 
Swot analysis, which is a strategic assessment analysis for both individuals and organizations, is an important opportunity to anticipate future dangers and opportunities, and to be prepared. Swot analysis does not make sense if it remains only on paper and the data obtained from here are not supported by a strategy plan. As a result of the Swot analysis, strengths should be further strengthened, studies should be carried out on weaknesses, what can be done for opportunities should be investigated, and awareness should be raised about possible threats.
"When used well, SWOT is a useful tool to aid to your thinking.However, it is dangerously easy to undertake a swot analysis that does not result in strategy"(Sarsby A. 2016)
	STRENGHTS 
1. Residor Hotels Brand 
2. Good Location near Wembley Stadium
3. Positive Employee Culture
4. Function Rooms

	WEAKNESS
1. Wrong Management Decisions
2. Low Guest Satisfaction
3. Low HR Support
4. Restricted Budget

	OPPORTUNITIES
1. Refurbishment
2. High Demand after COVID
3. Business Events
	THREATS
1. Other Brand Hotels
2. Covid Pandemic



As you can see from the chart, Although the hotel has great strenghts that provides high occupancy, wrong management decisions prevents this opportunity. Actually if we look through the big window,this time should be opportunity to settle the team and keep the repeated guests as they are the main factor of hotel income.


PESTLE Analysis 
PESTLE Analysis is useful for four main reasons:
1- You can determine business or personal opportunities and be aware of important points
2- You can catch out the changes in the business. It is useful to format your work so you can adapt to change 
3- You do not take a risk from the projects that are potential to be failed due to uncontrolled reasons 
4- when you enter a region or market; you can avoid from unnecessary actions as the analysis provides you an objective perspective 
"The application of the model will highly depend upon the industry or market the organization is based in and factors to be taken into consideration by one business competing in one industry may differ from one that of the Factors that should be concerned by a business within a different industry" (Perera R.2017)
Hospitality is a sector which can be affected from everything.Due to external factors and pandemi , our company decided to renew the budget and  to do the changes like productivity system in my department.
Politically: 
Due to Goverment Covid 19 Regulations, hotels were lockdown for long time.After lockdown , there are some restrictions regarding to hygiene control , self-isolation and  social distancing so hotels can not work with full occupancy and full service that are the main income elements.The restriction for travelling also caused the lost income.
 "All hospitality indoors will be limited to table-service, and our guidance will encourage minimal staff and customer contact. Most leisure facilities and tourist attractions will reopen if they can do so safely” (https://www.gov.uk/government )
Economically:
It is necessary to say when a crisis worldwide, UK can not stay out of it. We are talking about economies that are already in crisis before the virus.The employers were aldready in trouble to pay their taxes before the pandemic.Now as all sectors’economy are effected by Covid , the hotel industry have been hit particularly hard. 
Socially:
Hotel guest profile changed due to low purchasing power ,travel restrictions ,  cessation of social , sport and art activities.
.Technologically:
Increasing use of social media can pose a growth hazard for companies that do not follow and maintain brand standards. Social media like facebook, hotels online guest platforms such as Medallia, Trip Advisor affected hotel reputation
Legally:
Brexit will be the key factor to select the employees of the hotel, the effect of this will be determined after the transition period completed and also hotel is near an area with high crime rates so it is hard to survive.
Enviromentally:
There is increasing pressure to be environmentally responsible relating to Covid actions, so hotel needs certificate of safety tourism and also hotel appeals to businees as a location

Fishbone Diagram / Cause Effect Analysis 
A fishbone / Ishikawa diagram, is a tool used to identify and classify the possible  causes of a problem. Firstly, we should prioritize problem areas and then develop improvement ideas.
"Although the Ishikawa diagram is mainly used as a quality or project management tool, it also lends itself particularly well to risk managment. In fact, the diagram not only solves a problem, it also anticipates it " (Saeger D.A 2015)



POLICY		       MANAGEMENT		 STAFF				
· Service Quality	    - Low Budget		           - Unmotivated Staff
· Check-in Time	    - Productivity		           - Low paid Staff
· Check- out Time   - Low HR Support	           - High Turnover



LOW GUEST SATISFACTION



                  PROCEDURES                                           MATERIAL
· Late Check out                                          - Unsufficient Linen Stock
· Double service                                          - Inferior Chemicals

 As you can see in the diagram, the staff who works unhappy due to low pay and unsufficient work hours shows poor performance, they dont go to extra mile as they are not motivated.This causes low service quality. Hotel industry suffer from high turnover rates and keeping qualified workers. When someone is unsatisfied, they do not focus on their tasks well and this situation causes complaints.It is the responsibility of the owners and managers to find a solution to increase job satisfaction. When we consider the difficulties of working conditions and the low income earned, the unhappiness picture automatically emerges.

Find solutions to the identified problems 
After analysing all the problems in the hotel, reviewing all the constructive guest comments, the management decides to take necessary actions.They renew their budget by applying Profit& Loss Survey.They consider that lost income from repeated guess is more than the cost of labour budget. Consequently, hotel brand reputation is going down.We have two solutions that to be decided and implemented quickly based on identified problems.
First solution is to change casual contracts to full time contracts to provide sustainability of the staff and enough staffing for the operation. Second solution is working with an housekeeping service provider agency.

Evaluate alternate solutions using PMI techniques P - Plus M – Minus I – Interesting
PMI strategy provides you to make decisions by analysing the pros and cons, evaluate the process after the fact and identify strengths and weaknesses for future improvement.
The first option for solution is to change the contracts to full me. The Plus for this is Higher productivity, a higher level of employee engagement with your workloads.Minus is to pay holiday, provide health insurance in some cases and Interesting is to use full time staff in sister hotels that belong to same owner.
The second option for solution is working with an housekeeping service provider agency. The Plus for this is to reduce the cost,  increase flexibility and to get faster service. .Minus is loss of control, Business Information of Competitors Possession Risk and decrease in service quality and Interesting is to allow company to add the repair / maintenance budget to the working capital

Select the best solution 
Selecting best solution depends on criterias and calculations once alternate solutions have been implemented.
"A decision about the choice of solution would usually be based on a number of criteria related to the problem we are trying to solve. We would usually score each solution according to those criteria" (Morgan P.2016)
The aim of to finding best solution is to increase the guest satisfaction and consequently hotel income.When the company evaluates and calculates all points based on this , the best option is to change casual contracts to full time contracts that will give opportunity to the company to benefit from the staff at the highest efficiency.This is the best way for the company to provide sustainability of guest satisfaction with sustainable quality management.Only motivated and sustainable staff can provide same standart service to function the quality management properly.


Implement the solution
The change management process continues after identifying the problem and finding best solution. Any solution is ineffective until it is executed.The hotel management should take necessary action for contracts change in a schedule according to hotel forecast by balancing Profit and Loss.

Monitoring and Control 
After implementing process, the management started to change the contracts part by part. The staff started to be happy and motivated and gave importance for details to clean the rooms in expected standard.Flexibility and reliability that are the most important concepts for success was provided with this solution.The hotel started to recover its repuation in online guest satisfaction platforms such as Medallia and Trip Advisor. These platforms need to be checked daily basis and comments must be evaluated and filtered very carefully New department budget based on new contracts relating to staffing cost has to be controlled monthly and compared the cost with room sales. If the repeated guests rate increases and profit is higher than loss , this means it is the best solution.  

Communicate to the stakeholders
A stakeholder is described as anyone who has an interest in change like managers who will manage the change,staff who help to implement change, and guests who will be affected by changing services. Any stakeholder group can be affected differently in this change management process. Involving everyone in the business and receiving their valuable advice is key point for the success.
"Stakeholders are critical to Project success because of the influence they can hold over the successful delivery of the outcomes or because they may become militant or antagonistic to the outcomes"(Bourne L.2010)
The purpose of communication is to involve individuals and the organization through the process in a way that individuals internalize the change and the organization sees results.


Recommendations 
It is essential to do the changes for the sustainable success of the business.Necessary decisions should be taken for everyone’s satisfaction.It is highly recommended that before taking a decision or action, all elements should be analyzed very carefully.All Factors should be considered materially and spiritually.The management should focus on not just profitability but also guest and staff satisfanction and recognition.
"Recognition is al ro really important to all staff, not just millennials. This includes the way they are supported and they way they do their job. If we neglect that, staff are not goıing to engage with learning in the same way" (Seun R.2014)
Conclusion 
[bookmark: _GoBack]Technology, confusion at work, constantly changing personnel structure and employment conditions are the negativities and problems that businesses face today. Economy and social facts also forces businesses to do changes. In short, all these cause radical changes in companies. The running the change managment well depends on finding and implementing best solutions
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