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Executive summary
Blue River Hotel is a beautiful location, that attracts all kind of guests. Some are there just for the surrounding, some are just movie fans that want to see some of the parts of the town that appeared in the movie and some are there just for a lovely event that happens in the hotel. No matter the reason the hotel is well prepared to receive its guests and to treat them as good as possible.
Our report will show some of the problems found in the Blue River Hotel, more exactly in the Food and Beverage department. This department is an important part of the hotel because this business is well known for the beautiful room and event tent and the outstanding surroundings that can be admired from the hotel premises. Everything from the department should be perfect in order to please the guests and to convince them to come back and spend more time at the hotel and its facilities.
The problem within that is present in this department is the workgroup and their leader. As a leader you have a lot of responsibilities and the majority of them have to do with your employees. The issues start with the language barrier that the employees have that creates from the start a lot of confusion when it comes to who should do what and how. Then it continues with the leader of the group that not only has the same language barrier problem, but creates more problems between the workgroup, instead of helping employees evolve and feel recognise.
Favouritism will be one of the words used a lot in this report because is one of the problems that employees say influence them to divide in two groups and that influence the team leader in his decisions. Not having an equal amount of work or feeling that you, as an employee, always do the hard work and some other of your colleagues get away much easier all the time is a very important factor and the results of that can be seen in the moral and comportment of the workgroup. 
We will show what kind of leadership should be follow in order to have a good leader and what the actual team leader does or doesn’t do. To be a leader can be a hard task for anyone, but once you are in that position you should take any action possible to ensure that you are doing a good job and not let down your team. Some diagrams will help you have a better understanding on what is happening with the workgroup and how a simple contract as BEO (banquet event order) can have a big influence on your employees, especially when they do not get to see that contract, even if it is important for them to know what is written there because in that way everyone knows what to do and can have different things in their carer depending on the event.
In the end we will make some recommendation in order to help the business to work properly or more efficient. Our recommendation is simply to follow and will have a positive impact on the hotel if they are follow as instructed. The outcome of them will be written in the report in order to show you not only the solution, but the outcome of it and the budget you, as a business, should spend to make the changes happened.
Not all the changes are easy, but with some work and willingness everything is possible, especially when you have employees willing to do these changes in order to feel treated equal, gather more experience or have the chance to learn better a dialect.


Introduction
This is a consultancy report for Blue River Hotel from Falmouth, more specifically for the hotel’s Food and Beverage department. Food and Beverage department is a vast one and full of changes all the time. In this report we will concentrate on the event planning part of the department, more exactly the staff, their actions and how this is affecting the business, because that is the part of the department that issues were found and need to be resolve. This report will show how poor coordination and lack of training in employees, especially team leaders, can affect the hotel, the perception employees have on one another and the overall atmosphere at work. Some of the tools utilise in this report will be SWOT analysis (internal analysis), PESTLE analysis (external analysis) and observation of the work place (employees, team leaders, ambiance), because these are some of the most efficient and helpful when it comes to analyse everything from external factors to internal factors that affect or could affect the business. With the help of these tools, we hope to find and fix the problems this hotel has, in order to make the department and the overall business flourish. The recommendations receive from us will, hopefully, help the department to grow and not repeat the same mistakes twice, being more aware of what can happen to the department if people are unprepared or wrongfully assign tasks.

Scope and Analysis
Blue River Hotel is a beautiful hotel situated in Falmouth. Falmouth is a town, civil parish, and port on the River Fall on the south coast of Cornwall, England, United Kingdom. The hotel is well known for the venues that it has, where it can host anything from small events like birthday parties to bigger events like weddings. The closeness to the port and the river makes it perfect for those who want a fantastic view when stepping outside for a breath of fresh air or taking pictures for their special day or event. Besides the view another advantage of the location of the hotel is the town, Falmouth, which has many attractions to see and visit. Some examples are the five beaches located near to the town (Castle, Tunnel, Gyllyngvase, Swanpool and Maenporth), The National Maritime Museum Cornwall, Nazair Memorial, Falmouth Docks, Meteorological Observation Tower, Old Constabulary, Old Drill Hall and so much more. Some movies enthusiastic will visit the town just to see the parts of town where Brad Pitt played for the movie World War Z or to see the town Walt Disney himself and the cast members of Treasure Island visited in 1950.
Besides the attractions in the close proximity, the hotel itself is a great place to escape the day-to-day life, suitable for everyone starting with families up to people that came to do business and have a bit of relaxation at the same time. The hotel has 51 bedrooms split on three floors, all of them recently updated in a contemporary style and with all the amenities (from mini fridge to iron or coffee machine) necessary for a pleasant stay. And if the guests want more intimacy the hotel has two self-catering cottages and 1 holiday home on it grounds. Other facilities that the business offers are lounges, cocktail bar, terrace with hot tub, golf course, a huge pool, sauna, and snooker room. In terms of food guests can found a wide variety of dishes inspired from English and French cuisine that can be serve in the hotel restaurant or by the cocktail bar. The hotel has 2 medium size conference rooms and 2 bigger rooms that can host events with a larger number of people, like weddings or for those who want an event outside it offers a tent with the capacity of 100 to 200 people.
The reviews of the hotel found online showed that is rated four stars or five depending on which site you look, every review praising the hotel food, facilities, and surroundings, the only negative thing that they have to say was about the employees that can be sometimes visible upset and not in the best mood to serve at a happy event.
Now for a better understanding of the external factors that can affect the hotel we will use PESTLE analysis. It is believed that PEST Analysis was first introduced under the name ETPS by Harvard professor Francis J. Aguilar. In the 1967 publication "Scanning the Business Environment," Aguilar presented the economic, technical, political, and social factors as being major influences on the business environment. Subsequently, the letters were rearranged to create a convenient and quirky acronym used today.
Political factors can have a major influence in hospitality industry anywhere in the world. There are a bunch of regulations that need to be review in order to see which one applies to the business and how can you reduce the repercussions that they can have on your hotel. Some of the regulations, for example health regulation, can change from country to country and you need to be aware of that.
Economic factors can influence important aspects of your business for example menu prices or the income that your guests have to spend. The inflation rate increasing or decreasing can have a major say in this kind of things, so the hotel should be aware of this change all the time and be ready to take action.
Social factors can affect the hospitality industry in both ways negative and positive. Factors like sustainability and veganism are just a small part of todays trends and those can make or break your business if you are not prepared for them. People are more careful about the environment and how they affect it than in previous years so the industry should be prepared to deal with this kind of shifts in the guest behaviour because this has a big influence in the business they will chose to spend personal or business time.
Technological factors are advancing with great speed in this time. Everyone tries to make their business as advance as they can. Starting with CCTV Cameras that are present on the premises not only for the guest but for the business owner to mobile check in or online booking, each one of them has their role in making your business look better or worse in the eye of the client. Maybe some people will prefer a hotel with CCTV Cameras, mobile check in, online booking because it will make them feel safer and more in control, but at the same time you will still have some “old fashion” clients that maybe are not so good with using technology or have their actions recorder all the time spent on the premises so you could never know what influence technology will have. At the same time, you should remember that in the hospitality industry (and not only) you can not make everyone happy.
Environmental factors should contain the internal and external environment of your hotel. From external point of view, you should have a clean path to your hotel placement, clean and taking care of, for example taking great care of the golf course (if your hotel has one) or the gardens. And from internal point of view taking care of inside plants (if you have any), try to use recycle materials or have a clear define waste management to reduce your business carbon foot print.
Legal factors are as important as the others, maybe more important, because if you do not obey the law your business can be shot down. This factor refers to a vast part of the hospitality industry, everything from construction permit to products expiration dates is included here. That is one of the reasons business have periodical inspection to check on the quality of the food and to see if everything is within the expiration date.
Now we will look to the business from an internal point of view with the help of SWOT analysis. SWOT is a technique for analysing the internal and external environments of an organisation through the identification and assessment of its strengths, weaknesses, opportunities, and threats (SWOT). SWOT analysis entails a distillation of the findings of an internal and external audit that draws attention, from a strategic perspective to the critical organisational strengths and weaknesses and the opportunities and threats facing the organisation (Kotler and Armstrong, 2011).
Strengths of the Blue Rover Hotel can be seen easily from the description of the hotel. The placement of the hotel offers a great advantage because it can attract different kind of guest, for example business man, movie fans, nature fans, golf fans and many more. Another advantage are the facilities of the hotel because they offer a bundle of activities for guests to enjoy and because they are so diverse everyone can find something to enjoy, for example a family with kids might prefer to spend time by the pool and have a nice dinner in the hotel restaurant and a business man can relax playing golf and have a drink at the cocktail bar. A plus is also the food being inspired from two cuisines, English and French, offering various dishes so any guests can find something they will enjoy eating.
Weaknesses of the Blue River Hotel are not many, at least from our view. The employee’s bad mood is one of them because having a waiter that is visible stress or in a bad mood can influence the guest mood as well making him more likely to make a complain or to have a displeasing stay. Another weakness can be the fact that the hotel does not have a programme to reward the employees, for example employee of the month, and that can contribute to the overall bad mood the customers complain in the reviews.
Opportunities are always present if you search for them. First the opportunity to expand the business even more, maybe adding another self-catering cottage or another conference room. Secondly maybe modify the menu adding more options to it or doing a special food night once a week when they can serve food inspired from other cuisines. And trying new trends that are on the market like sustainability and try to make the hotel as sustainable as possible.
Threats are always present in the hospitality industry because things can change at any time. The biggest example that overhangs on the industry is COVID-19 which changed everything and closed so many businesses and made the industry to lose so much. Another one that can affect the business can be the sustainability trend, because businesses that do not transform themselves into a sustainable business can face in the future losing clients and being at a disadvantage from the competitors.
Main Body
Blue River Hotel is well known for its events and views that can be perfect for anyone special day and that are some of the reasons that make their employees and their actions so important. In this report we will refer in special at the employees from Food and Beverage Department, especially at their work before, during and after events. These employees are responsible for setting up and taking down events like birthday parties or weddings, so their actions and behaviour can have a big impact on how the event will go and on the consequences that will follow if instructions are not clear or follow. 
Planning an event can be stressful and full of bumps and to avoid any misunderstandings and problems in order to have a flawless event usually business work with a BEO, which stands for banquet event order. In this contract are listed all the important details of an event, like contact information’s, space usage, date of the event, time (start/end) and the guest’s number. For Food and Beverage for example are a lot of important things starting with the menu (dietary concerns, food and drinks prices) to beverage and service times. BEO is created for each event and are shared with the team few days before the event is held.
We start our observation on the workgroup responsible for events, observing them and their actions and gather information from what we observe and from some simple surveys that we gave to the group to complete. The workgroup is form by fifteen members (English and Romanian employees) including the team leader. In the morning of each day, they have a team meeting where the goal is to explain what they will need to do and what they need to accomplish for the day or event.  In this meeting is uncover the first major problem that this workgroup has. The team leader starts to give details to the group but unfortunately some of the employees do not speak English very good, even the team leader has a poor coherence (English not his first language) of the language. So, the meeting is not reaching the goal proposed and a large part of the group starts the day without having a good idea about what they need to do or what is expected from them exactly. This can be easily seen from our survey, only two members of the group felt heard by the leader.
Farther observation revealed the unfair work assignment for each individual. The team leader tends to give almost all the time the easy tasks to some employees and leave the hard tasks to the rest. This resulted in different problems that evolve over time and created two divided teams (A and B) and that made conflicts between them multiply and influenced the employees to have a bad mood during the events. Some other problems that appeared because of this work split are things like distrust between the employees (only three of the people from the work group said they trust another colleague) and favouritisms (eight people from the workgroup felt that some are favourites of the team leader and that is why they receive the easy tasks). And one of the biggest mistakes done by the team leader is the fact that he does not share the BEO with the rest of the workgroup and that results in confusion.
One of the weakest spots for the group is the fact that they do not have a representative to speak on behalf of them and that makes the majority of them feel unheard and afraid to speak up because of they fear they will be fired. At the same time, they do not trust their team leader to handle their problems or problems in general and their opinion is that he handles things poorly. Eight of the people from the workgroup said they will like and accept change if it can make things run smoother and better. These organisational problems will be analysing in this report and we will show how an effective BEO will benefit the team and change the dynamics of it.
To show that the main focus should be the BEO different tools will be used and with the help of those we will verify the findings of this report and put together some recommendations. 
One of the tools used is a diagram system that will start focusing on the BEO. In the present the BEO is held by the team leader and the fact that he does not share it with the workgroup creates a dependency to the team leader. The fact that he puts more pressure on some employees creates a low moral on some of the employees and that is shown in low commitment and high turnover.

Using this system diagram, we can show clearly that the main focus should be improving the BEO. The reinforcing loop between low employee morale, low commitment and low empowerment should be address and reinforce in a positive way. This should be the first thing to be address even if there are more factors that can be add to the diagram, for example favouritism, language misunderstanding, lack of workgroup representation. According to McClaren and Morton, “an effective organization is a system that can accomplish more or in different ways than any of the individual members of the organization operating on their own.” (McClaren, Morton, 2003) All of the people from the workgroup should be united, be a team and together should rise and form a close team that evolves over time and can concur anything they want. 
Taking in consideration the variables we just talk about we can have a more elaborate diagram for the department examen.

This diagram is from the point of view of team work. This shows that everything is connected between them and in order to be successful they need to work together. The fact that the team leader hides the BEO from the employee resulted in people receiving the hard task all the time because they are dependent on the team leader indication, having mistrust issues and low commitment. All this can be changed if the BEO is shared and then the work will be fairly assigned to each individual and the presumption of favouritism will be erased, and all the employees will have the chance to participate at different parts of the event every time and from that they will gather some much-needed information.
We can use as tool observing the leadership styles observed in the group.
Leadership Freedom of Scale: According to William Onken’s Freedom Scale, only employees that are new hires or extremely inexperienced should be placed in freedom levels one and two, where employees are instructed to “wait until told” and “ask what to do”. In the case of Blue River Hotel, the majority of the employees are kept at these two levels because of the team leader management and that only makes the division of the employees in two groups only worst. At the same time, it makes the people situated in group A (those who received the hard workload) to stay at the same professional level all the time because they are not given the opportunity to grow and evolve, due to repeating the same chores at all events. And another contributing factor to staying at the two levels is the language disadvantage of some of the employees. This barrier stopped some of them to have a good understanding of what is communicated at the daily meeting and that results in poor knowledge about tasks and actions.
Transformational leadership: According to transformational leadership concepts, the management at the Blue River Hotel should care for its people and inspire them by challenging them in a “do what’s right” environment. In the present the team leader is not oriented on this leadership concept and he is more focused on a task concept and that makes the group A feel that are treated unfair and that results in bad mood, poor results and having their moral down. The team leader can change the concept he uses and that will improve the overall spirits and can have positive impact. It can make the groups A and B to finally feel equal and work together as a united team and that will result for sure in a good service for guests.
Team Roles: According to Belbin’s team roles, most of the Blue River Hotel Food and Beverage employees are “Implementers”, who turn objectives into practical results. The workgroup needs a more team orientated leader, one that will think first of his people and to make them feel appreciated and seen, to make them work together and become a strong group. The hiding of information and the fact that they are not able to do different tasks on different event is an impediment that the leader should overcame in order to achieve a great team. If everyone would know their role in the team and they could switch roles depending on the event the employees will be more pleased, gather more experience and therefor deliver a better experience for guests.






Findings and Results
The Blue River Hotel as shown above has some work to do in order to function properly and be more efficient in the Food and Beverage department. We found some problems and those start with the team leader in special. One of our findings is the fact that the team leader instead of doing things to help his employees to evolve and succeed, he is stopping them and wants to have complete control on what they do and what they know. This influences a lot of the aspect related to the workgroup. Aspects like team moral, gather experience, feeling equal having opportunities at the same level for everyone are the most preeminent. Besides that, the simple fact that the team leader does not share critical information, for example BEO, with the rest of the workgroup creates divided teams between the employees and as a result it forms two groups A and B. The group A has the hard and repetitive tasks to do, stopping them from having the chance to gather new skills and make them feel treated unfair compare to the rest of the workgroup. Group B is the one that gets away with the easy tasks and are more pleased with the leadership because of that. That creates a bunch of problems and makes the overall team to have a poor service. Favouritism is one of the rising problems from the action of the leader and affects the team, their moral and view of the leadership. Being afraid to speak up is another problem and from that the employees do not benefit because it makes them to feel frustrated and inhibits them even to assign somebody to speak for them to raise the problems they have and make their leader to change and take different action path.
As a result of all the actions observe we can say that the Food and Beverage department need improvement, starting from the top. The aspect found can be easily repaired with time and open mind. Another finding that needs to be changed is the language barrier the employees, and even the team leader, face. Being not able to have a good understanding of what are the tasks for the day or what you need to do exactly is a big problem especially when you need to do an event and the people that chose your business expect you to do it exactly to their expectation, to their standard.  As a result of this language barrier, we have employees that go to do their job without a clear image of what is expected from them or what the guests expects to see when they come to the event. Having your wedding, for example, ruin because someone misunderstood the food you should have, or the room décor can be a disaster for the guest and the hotel as well.
As a result, from all the facts gathered we can see that the employees are not pleased with the things the way that they are, and they are willing to change something in order to have a pleasant work environment and to work in different position so that they can have more experience and not feel unfair treated. From the reviews of the hotel, we can deduct easily that the moral of group A can be seen and sense by the guests they have contact with and that makes the overall rating of the hotel to decrease despite the fact that is a beautiful location for events. This should be fix as soon as possible in order to avoid losing guests and event because that could easily shut down the business. All the findings listed in the report are equally important for the business to thrive. Even might seem small things to some people all those aspects contribute to the turnover and to the image of the hotel. Their motto should be inspired by the words “keep your employees happy and they will make your guests happy”. In order for that to happen some changes need to happen and with a little bit of attention and training that is possible.
Action Plan
1.Language barrier: the solution to this problem is quite simple. Find out which of the employees have this problem and offer them English classes in order to help them to get over this. The desire outcome is to have an English fluent staff that can have a conversation with the guests and that can understand perfectly what is expected from them and what their tasks is, helping them not be confuse at the end of the daily meeting. The time scale that this can be complete should be between three to six months depending on the level the employees are now and the budget assign to this should be around £100 per person.
2. Better training of the staff, starting with the leader: the solution to this should be weekly training and after improvements show changed to monthly training for the all the staff. The outcome should be a better leader that can lead a successful team and make everyone feel equal and appreciated and better employees that know how to do their job without mistake and are willing to learn new things all the time because they will have more confidence. The time scale should be three months until improvements will be easily observed and the budget for training should be around £500 a month because some of the training can be held by managers or volunteers.
3.Equallity: the solution to this comes with the training of the employees. The outcome should be employees that are pleased with their leader and not feel unfairly treated. Favouritism should be a term of the past that will no longer have space in the workgroup and will not be mention ever again. The time this should be accomplish is the same as the training and the best thing about it is that this is free of charge because it depends only on the behaviour of the leader with his team.
In this budget needs to be added the consultancy fee of £25000.
Recommendation
As far as recommendation go we can say that they are already listed above. If the leader changes his behaviour and starts to treat the workgroup as he should without leaving space for favouritism the two groups form A and B will became one because they will no longer have a dispute between them. Our recommendation is to start from the top (the team leader) because there is the place where most of the problem started. If you start there and begin to resolve issues one by one, improvement will quickly follow. Another recommendation is to pay more attention to the staff because a thing like language barrier should not exist in an industry that is people orientate because it can do a lot of harm. For example, it can ruin the special day for somebody or ruin your business overall by creating bad reviews and convince people that your hotel is not a good choice for them. We recommend started implementing the action plan as fast as you can because if you leave the problems too long unattended can make more harm to the employees and to the business as well. The main recommendation is that if you want a thriving business with hard working employees you should pay more attention to them and to how the leaders do their jobs, because a bad apple could poison the hole tree as they say.








Conclusion
In conclusion it can be said that every business has its problems, and it is nothing that time, money, and some willingness cannot repair. It is hard to observe everything that happens in your hotel or to find out in a short time from where the problem is coming, but with some help, from a consultancy report for example, you can see what is happening and how to fix it. The Hospitality Industry is a very competitive industry and hotel owners should be always prepared to act in order to make their business more profitable or to fix something that is not as it should be. Employees are an important part of your business and should not be neglected in any way, because the business would not exist or thrive without them. They are as important as guests, because guests bring money in to the business and the good employees that entertain and help guests are those who convince clients to come back again. Is not enough to have a good placement of the hotel or a good design because those are things that change easily with time and with trends, you can never count on them, but is important to have employees that are reliable.
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