

Abstract

The purpose of this report is to find an appropriate solution to the staffing crisis caused by terminations during the Covid19 situation within a small boutique hotel, attempting to return to normal operating standards. The conditions that led to this crisis is generated mainly by budget cuts, market shrinking and a decrease in foreign workforce availability.
The goal is to analyse the macro aspect and understand the factors that influence one hotel in particular, and then find remedial actions for them. A wide range of methods will be looked at, decided upon and then implemented, followed by a series of recommendations.
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Introduction
The economy took a turn for the worse with certain industries being hit far more severely than others, as is the case of hospitality and retail. My role as an associate of a small boutique hotel allows me to observe the issues first-hand, and that incentivizes me to attempt at finding solution in this scenario. 
Identifying problems in the workplace and resolving them is of utmost importance (Gibbs, 1987), particularly for new and emerging businesses, and even more in the current climate. Their focus is correctly identifying the issues, as any initial stumble can lead to a crash (Schaafstal, Johnston, & Oser, 2001). Seen that we are faced with an unprecedented situation, coming up with new and innovative ideas is a must for any business, thus a strong focus on “generating ideas” (Dirks, Hemmert,
Legewie, Meyer-Ohle, & Waldenberger, 2000; Keane & Nair, 2001).
More clearly, the purpose is to improve customer satisfaction using a drastically reduced workforce and budget. 
Provided that other hotels work under similar parameters, the following research can be freely transplanted into a different setting, at another property. 

Methodology

Information was collected from face to face interactions with associates and managers, as well as from the reviews provided ad hoc or online by guests. To give an example of the standards expected from staff, I’ll quote the following review: “I don’t think it’s right for the doorman/security staff to serve breakfast. And I have other concerns which I will highlight when I will be contacted by management”.
When handling issues, people mainly employ two strategies to ensure them a path to success. One is a focus on a mathematical approach where an algorithm is employed. That works when all aspects of a problem are known, for instance a shortage of a product which is fixed by simply increasing the order volume in the future. Another type of methodology is heuristics, a strategy that does not guarantee success, but an increased probability of it. It is mainly employed when not all facets of a problem are known or too many factors are involved. Heuristics are divided further in literature into forward reasoning and backward reasoning. To explain more in-depth forward reasoning, it is based on a streamlined transition from a problem state to a solution state: we call in an expert who then step by step applies minor changes until the process is complete. Resorting to an expert in the field means there is no need for progress check. Backward reasoning is focused on constant monitoring of the situation as new and untested solution are applied. A good example in this case is the trial and error method (Anderson, 2000). 
In our scenario we are confronted with a new and forever changing environment where tried and tested methods cannot be applied, therefore a good strategy is the problem finding technique. It is based on a deep exploration of the problem before attempting solutions that have never been tried before. For this to work, the staff needs to be composed of highly creative people, with good problem-solving skills. It is one of the main focus in small and emerging businesses (Getzels & Csikszentmihalyi, 1976). 
Since the problems were new, we resorted to using the same technique the Kawasaki shipyards or Mazda Motors used: the Ishikawa diagram. Also known as the Fishbone Diagram and created by Kaoru Ishikawa in the 1960s, this method allows the problem solvers to easily visualise all causes feeding into the problem. It worked best for us because each problem we faced had fewer ramifications and was generated by different customers.

Results

Following the above processes, we tackled each problem in a different fashion:
1. Guest dissatisfaction – tailor the solution to the individuals involved, decide on whether to enhance their experience by providing either a refund or an extension of the services offered to them, complimentary meals and stays in other properties
2. Working under time constraints – implementation on a separate WhatsApp group where all staff are present to streamline communication. Under normal operating circumstances, the standard reporting path is associate to line manager, line manager to head of department, followed by director of operations and finally general manager. Since we are a limited number of people present on the property at any given time, a direct line of communication is the best solution as it does not clutter or confuse.
3. Staff shortages – application of the rule “if you’re the closest person to an issue, and you can fix it, do it!”; also, redistribution of tasks with focus on a hands on approach rather than communicating to departments responsible for it.
4. Loss of know-how – many experienced staff have left the company, be that by their own volition or forced by circumstances, and that creates a knowledge gap. The desired solution was based on improvisation and training on the day.
5. Reduced market share – this was tackled by partnering up with sister properties that are currently open but need a high occupancy rate to operate a profit. After a series of negotiations, they agreed to divert their bookings to us.

Discussion

The solutions we applied are not designed to function long-term and we are highly dependant on governmental decisions and whether the Covid19 will be solved. There is a clear image forming for a future where things will not return to normal in the short term, as per the World Health Organization latest statement, the current climate might extend until late 2022. Even more, the definition for what is normal might shift to what is the current situation, with enhanced health and safety measures and heightened awareness of the dangers a viral outbreak might generate.
We can clearly state that upon using the Ishikawa diagram we were able to trace the smaller problem to a more common root: the Covid19 pandemic. Comparing the situation with the previous state of affairs, it is obvious that the head of the fish should be represented by the virus. However, a problem to which no solution is in our powers to be applied, becomes a matter of fact. Therefore, we can state that the bar for normality has changed and the question to be answered is whether we are going to be profitable as a business model for the future.
We can only work on assumptions of what the macro environment will bring forward, as the empirical evidence is all but lacking. So, from this perspective our main goal is to divide the main issue into smaller ones that we can address, as it was highlighted in the rows above. 
Upon using a more streamlined approach in communication we observed a 30-40% increase in productivity across all departments, with a noticeable 20% rise in customer satisfaction as well. Based on this, the best strategy remains a trial and error approach to service, with a focus on providing training as we go along. Something that was less discussed but may play a major role in how we do our tasks, is the need for strong stock organisation and management. Seen that most associates perform any task, the tools they require for these said task have to be always in the right place. The moment you have an employee willing to do a job they haven’t been trained for or contracted for, but they are unable to locate the tools for it, all our support system crumbles.

Conclusion

The research conducted in this study was based on a single complex problem, but as we can see the industry, and our property by extension, is affected by a number of them. From guest experience, time constraints, staff shortages to knowledge gap, drop in market share and stock management. 
We looked at various ways of tackling issues and we adopted mainly the Fishbone Diagram, which then allowed us to implement solution that led to improved results.
One aspect that remains a mystery is the human factor: how much are people willing to go on like this? How long are they able to last working long hours and awkward shift patterns? How long will their loyalty endure for a company when the budgets are ever shrinking? 
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Appendices

Fishbone Diagram model that served as inspiration for our research:
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PESTLE analysis inspiration and macro insight – a look at how our competitors do business
[image: ]
[image: ]
[bookmark: _GoBack][image: ]

	
image1.jpg




image2.png
Low Customer Satisfaction Cause and Effect Diagram
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Advantages and Disadvantages of PEST Analysis

Advantages

The tool is simple and easy to
understand and use.

The tool helps understand the
business environment better.
The tool encourages the
development of strategic
thinking.

The tool helps reduce the
effect of future business
threats.

The tool enables projects to
spot new opportunities and
exploit them effectively.

Disadvantages

The tool allows users to over-simplify
the data that is used. It s easily
possible to miss important data.

The tool needs to be updated
regularly to be effective.

The tool is most effective when users
come from different perspectives and
departments.

The tool requires users to have access
to data sources which could be time
consuming and expensive.

Much of the data used by the tool is
on an assumption basis.

The business environment is changing
drastically. Thus, it is becoming
increasingly difficult for projects to
anticipate developments
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PEST Analysis — Checklist “Economic”

+ Type of economic system in countries of operation
+ Government intervention in the free market
+ Comparative advantages of host country

« Exchange rates

+ stability of host country currency

+ Efficiency of financial markets

* Infrastructure quality

« skl level of workforce

* Labor costs Economic growth rate

* Discretionary income

* Unemployment rate

+ Inflation rate

* Interest rates

* Home economy

* Economy trends

Overseas economies
General taxation

Business cycle stage (e.g. Prosperity, recession,
recovery)

Taxation specific to product/services
Seasonality issues

Market/trade cycles

Specific industry factors

Market routes trends

Distribution trends

Customer / end-user drivers

Interest / exchange rates

International trade and

Monetary issues




