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1. Executive Summary

The trend of recruiting model nowadays, is emphasize on job hunter act as marketer. The purpose is to
attract qualified and potential candidates to become an applicant. (Farr and Tippins, 2017)

The primary purpose of writing this report is aimed to demonstrate what are the challenges that have an
impact on to HR team when their company expanded widely business market overseas. And how does the
root cause problem occur in some HRM issues throughout the international expansion. This cases study
illustrates the HR team adaption of these two hotels group Company A — Hong Kong brand hotel and

Company B — A Non-Hong Kong brand hotel.

This study pointed out how the international market entry challenges will be led HR to face problems. How
does the HR team respond to upgrade into an international HRM is critical. Staff planning is one of the
primary and initial HR functional. The recruitment approach for these hotels is different. Company B major
challenges was preserving its Asian work culture preference while adapting to the new market's work
cultural differences in Australia. Where the hospitality related job are relatively attracting more causal or
PT worker than other field. This is one of the factors that the service quality to customer can be affected
from the recruitment process. Although company A might not face the cultural barriers, but how to attract
local Hong Kong talent in the most cost effective way while simultaneously retain employee job
satisfaction in hospitality industry is the most effective formula to enhance hotel image, consequentially, it

will benefit to all stakeholder.



2. Background of the Companies

Company A

The company founded in 1967 in France, the hotel group, had become the market leader in Europe by the
1990s. the hotel strategic positioning was pioneering in Europe during the 1970-1980s. In the late 70s,
Company A bought another hotel brand in Europe. The strategic implement led the company to expand its
operation to the international level successfully. In 1981, the company entered the Asian market and
operating a hotel in Singapore. The company further expanded its hotel business in Hong Kong in 2001.
In 2018, Company A managed 492 hotels in 59 countries.

Company B

About two decades ago, the founder of Company B , started his business as a serviced apartment by
restructured a single office allocated in Hong Kong's Central Business District. Since then, the company
has speedily expanded. In nine years, the company brand has grown into an international expansion. The
group operating a total of eight hotels in between Hong Kong and Australia in 2019

The company aims to provide effortlessly caters to customers by embedding the technology and features
that allow guests to enjoy all-inclusive services. For instance, the company offers their guest
complimentary access to thousands of Wi-Fi hotspots. This is the brand's exclusive offer that no other
hotel brand will do in the Hong Kong hotel industry.



3. Major HR Problems Explored Throughout the Expansion

3.1 Company A :

The HR manager A of company A has explained that one of the key HR problems during international
expansion in Hong Kong is hiring potential candidates with the best fit condition that aligns with
company culture value.

Manager A has mentioned that their employee represents their company culture and core value when
serving the customer when they are happy and satisfied with their assigned work.

In recently studies, job satisfaction index can indicate the positive or negative impact that influenced
employee’s work. (Bai et al., 2006; Kim et al., 2005; Lambert, 2001)

Because the company believes the philosophy of a happy employee serving a satisfied customer is the
key to retaining the employee and customer loyalty, it will positively impact the company for
long-term development and effectively achieve the organization's goal. Therefore, an HR leader is
required to hiring people with align these company cultures in the recruitment process when they
expand the business overseas.

In the hospitality field, the workforce’s job satisfaction is consider as the key concern factor that
determine employee to provide the utmost service at workplace (Kim and Lee., 2005). In normal
situation, the more employees are satisfied, the better performance they can perform during their
employment. Nevertheless, according to Manager A explained, they received several challenges, such
as too many applicants, internal organization policies, etc. All these factors are the recruitment
challenges for company A conducting international expansion in Hong Kong.

Different recruiting challenges can be addressed to ensure meet the need for the result of effective
recruiting. More explanation on these challenges will be discussed in this report

Recruiting Challenges

|
v | '

Effectiveness of Effects of Legal requirements
chosen recruiting nonrecruitment associated with
methods issues and policies employment laws

Figure 3.1 The Need for Effective Recruiting
(Dessler, 2011)



3.2 Company B :

The HR manager B of company B has explained that one of the key HR problems during international
expansion in Sydney is the work cultural differences from the parent company in Hong Kong.

The expansion operation was established with the assistance of company B. And some executive need
to stay in Australia for not more than half a year. Manager B explained that it was challenging to
model the firm culture with such a small executive.

Working culture environment is quite different in terms of job hunter attitude and expectation in
between Australia and Hong Kong. Manager B explained that Australians are focused more on
lifestyle quality than interrupting their everyday lives after finish work. Therefore, many job seekers
do not intend to look for a full-time job more often than a PT job. Because it allows them to embrace
more flexibility in their life, said Manager B. However, the hospitality industry is always required
consistent and professional employee performance to maintain the service quality to serve the
customer. But the shortage of a consistent workforce, the service quality will be unstable and the
delay of deploy training to the employee will be affected, particularly during the beginning of the
oversea expansion stage.

A casual worker in Australia has increased as particularly for males see (figure 3.2), and the
permanent and casual part-time has significant percentage growth in the last two decades show in
(figure 3.3).
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Figure 3.2 Casual share growth over two decades in Australian
(Gilfillan, 2018)



1996 2016 Change—1996 to 2016  Share of all male and
female employees (%)

‘000 ‘000 ‘000 % 1996 2016
Male
Permanent full-time 2853.3 3553.1 699.8 25 79 71
Permanent part-time 747 300.4 2257 302 2 6
Casual full-time 339.7 503 163.3 48 9 10
Casual part-time 337.7 663.4 325.7 9 13
TOTAL 3605.4 5019.9 1414.5 39 100 100
Female
Permanent full-time 1614.9 2300.2 685.3 42 53] 49
Permanent part-time 492.7  1196.7 704 143 16 25
Casual full-time 177.1 231.9 54.8 31 6 5
Casual part-time 772.2 1059 286.8 37 25 22
TOTAL 3056.9 4787.8 1730.9 57 100 100

Figure 3.3 High percentage growth in Job types for men and women in Australian between 1996 -
2016
(Gilfillan, 2018)

In fact, the majority of job nature for the hospitality industry is more physical intensity and require
long working hour related occupation. Therefore, the majority of hospitality worker's gender tends to
males. As mentioned, the recruitment challenge is finding a Full-time employee. In the hospitality
industry, it is even more challenging. Refer to (figure 3.4), the hospitality workers list the top of a
casual employee share of all employees by occupation amongst any others.

Occupation group Casual share of total
employees in each
occupation (%)

Hospitality workers 79

Food preparation assistants

Labourers nfd 58
Sales support workers =151
Sports and personal service workers 55
Farm, forestry and garden workers S5
Sales assistants and salespersons 48

L
]

Other labourers

Figure 3.4 Casual employee share by occupation in Australia
(Gilfillan, 2018)



4. Analysis the Problems and How to Overcame Challenges

Company A

Recruitment is the biggest HR-related challenge that arises from expansion. According to Manger A:
recruiting suitably skilled staff are based on different factors. In the initial phases of our hotel
conducting international expansion, the costs of the HR area less than optimal, it happened in every
other area of the company, but this problem was quickly improves at the second quarter of expansion.
However, it is undoubtedly necessary to match the resources to the needs of an international
expansion. Following factors shown below is demonstrated the root caused problems.

Root factor ONE — Compensation issues linked to recruitment barrier:

Compensation can give impact on employee work behaviors and attitude to the company, this is a
metric system for paying people, it will influences the employee work quality, willingness to be
flexible, learning new technique and suggesting innovations toward company objective. (Bhattacharya
and Sengupta, 2009). Salary expectation is always the primary factor for job seekers to determine job
attractiveness. in Hong Kong. The salary benchmark decided by management at the initial phase of
expansion was underestimated 20% less than the local market range, said Manager A. Therefore, a
lack of competitiveness in this part of the compensation given barrier to acquiring the right talent for
the right job at the right time.

HR managers A provided a solution to overcome the issues by enhancing the hotel image throughout
the local candidate's recruitment experience. In the hospitality industry, to ensure applicants aware of
employment opportunities, the employer must publicly project or advertise the opening and its image
(Eade, 2000).

Root factor TWO — Hotel Image issues

If the company cannot recruit a suitable people to fill the right position, the HR strategy needs to
increase the contribution of making good the shortfall rather than capitalizing on the asset, and
balancing the better organization performance. (Roberts, 1997). According to Manage A, promoting
the hotel's cultural value to potential applicant is the most cost-effective problem solution for
recruitment issues rather than increase the salary benchmark. In doing that, the hotel HR managers
and some management will participate in different local recruitment activities to deliver a hotel core
value to the job hunter. For instance, the hotel GM will attend recruitment days at different hotel
training institution to showcase hotel’s culture and value to potential future leader talent from the
field.

Root factor THREE - Unidentified the right Candidate

The turnover range was high in the first quarter of international expansion in Hong Kong. Indicated
approximately 23% during the opening period, said Manager A. The problem was quickly addressed
and solved by re-establishing the job profile that included not only job description but also job



competency based on individual department manager’s suggestions. The department managers decide
the critical competency along with hotel HR manager to ensure the potential candidate with these
competencies can meet the department needs and their manager expectations. Competency models
refer to a set of behaviors necessary for delivering desired results or outcomes. It provides a structure
that outlines and describes actionable behaviors necessary for achieving specified outcomes
instrumental to a bigger-picture organizational goal or objective (Kurz and Batram, 2002). The ideal is
to create a link between a critical corporate purpose and the behaviors, skills, and traits necessary for
an employee in a given job to consistently demonstrate in support of that objective (Picardi, 2019).
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Company B

Without the capability to attract the right people in oversee countries, internationally company will
not successfully to maintain their competitive advantages (Collings, Scullion & Morley, 2007,
Scullion, 1994).

Because of the work cultural difference compared to Hong Kong. Therefore, when Hotel B expanded
its operation in Australia, its management failed to hire and reach the best fit potential candidate in the
initial international expansion phase. According to Manage B explanation, the hotel management did
not have sufficient resources in-house to deploy well-designed strategic staffing planning that can
align with local work cultural in expanded country. These root factors have been identified and solved
as follow.

Root factors — Identify local work cultural and use (RPO)
In Australia, according to figure 3.4, there significant increased in employment related to service field
that are tend to use more casual worker in hospitality industry. (Gilfillan, 2018).

To accommodate these cultural issues regarding recruitment efficiency. Top management decided to
use the mix of Ethnocentric, Polycentric, and Geocentric approaches to reach the right balance to
running expanded oversea hotel groups, said by Manager B. The polycentric approach combined with
the geocentric, is the regular practice that given positive impact for the hotel expanded to oversea,
helps aligned with local also global strategy for better operation (Bowie and Buttle, 2013).

In order to allow employee easily integrate with company culture, using ethnocentric approach will be
the ideally approach when recruit senior or executive positions when company expanded their
business internationally. (Brotherton and Wood, 2008.). After the implementation, HR leaders from
the mother company can associate with a local manager to shaping better HR plan in corporate
strategic that aligns with local work culture while simultaneously achieving company objectives see
figure 4.1

Employer’s strategic plan
Diversify?
Integrate vertically?
Expand geographically?
On what basis should we compete?

ployer’s g and F F HR plans
functional sales plans plans plans
plans
Personnel Training and Compensation Labor Security and
plans :. development - plans ':_ relations - safety
plans plans plans

Personnel Recruitment Employee
forecasts plans selection
plans

Figure 4.1 Alignment to employer’s strategy
(Dessler, 2011)
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In order to execute the oversea recruitment more effective and adaptable to local market. Hotel B
management using Recruitment Process Outsourcing (RPO) to operate some operation that under
Company B brand umbrella in Sydney, said by Manager B. RPO can caused many organization to have
leverage with the purview to recruit skilled employee suitable for client company (Ofori & Aryeetey,
2011).

Because the advent of RPOs, the benefit for managerial people of the hotel can rather focus more on the
core business for further improvement (Bansal, 2014)

The major purpose for outsourcing process in hotel sector ideally to be reduce operation costs and
strategic decisions (Aubert et al., 1996; Mclvor, 2000; Kremic et al., 2006; Whelan & Carcary, 2011)
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5. Positive and Negative Impact Toward to the Companies

After the analysis and manage the aforementioned factors, provide as follow given insight of the pro and

con perspective for both companies.

Company A:

Positive Impacts

Negative Impacts

®  Adapt with local culture, faster response to the
market trend and opportunity.

®  Local employee loyal to company well-promoted
culture and value.

®  Relatively attract talent with less costing. based on
intangible asset (company core value) than
quantitative measure (salary or benefits).

®  Time efficient. clear JB with Job competence.
Allow HR being efficient process owner.

®  Deploy talent management effectively (embraced

same value people from entrance company).

Unable to quickly attract high value local talent due
to lack of bargain power in terms of less
compensation and benefit package compare to other
competitors.

Employee job satisfaction might be deduct. because

employee expectation deviated from workplace.

Company B:

Positive Impacts

Negative Impacts

®  Well deploy parent company culture and value
internationally through combination hiring
approach.

® RPO given company cost effective and well design
business model for local market. Benefit for hotel
brand quicky equipped for competition.

® RPO benefit to management can focus on the core

business during oversea expansion.

Outsourcing might not fully implement the strategic
importance of the company.

Company brand reputation might influence by
outsourcing providers performance.

Lack of control flexibility by parent company from

Hong Kong

13




6. Recommendation for the HR Department

Short term (6 months to 1 year)

Suggestion given to Company A is to establish a reward system for job referral by employee. The
advantage of referral method can be an effective approach for hiring talent and provide a pool of potential
organizational members. (Aswathappa, 2011). However, the disadvantage of referral hiring will be
promote dominance in the workplace, where the employees will not refer higher position candidate than
their level in normal practice.

Suggestion given to Company B is emphasize the importance of company vison and mission to
outsourcing provider from the top management to enhance hotel image toward the new outsourcing
employee.

Mid term ( 1- 2 years)

For company A. Establish talent program with aggressive reward package internally will be suggested to
provide equal opportunity for in-house employee. Obtained the top talent potentially means more profit.
Choudhury (2012) stated, “The best fit person will make contributions to the company productivity and
profitability that go beyond salary cost”. The program can arise employee motivation and loyalty to better
performance that will elevate employee job satisfaction as the objective, also retain potential leader. And
the company intend to be such a dynamic and forward thinking organization will be one of the attractive
criteria for job hunter through the advertisement for local talent or graduate. The downside of this will be
increased the staff internal competition.

For company B. while the core business are being stable and fully launch to foreign country in Aust,
suggestion given the HR leader to review the RPO performance being impacted to company development,
whether or not, the cost of management will be increase if company B intend to obtain more flexibility or
retain the service supply from RPO that align with the company expansion strategic for long term.

Long term ( 3 -4 years)

For company A. Suggestion given company A to upgrade the talent program to international level.
Enhance the program more comprehensive and attractive in different level of stage. Seeking potential
talent with higher capability within the market to join the organization by utilize company internationally
asset. Nevertheless, the HR leader need to make some modification of the program to ensure these talents
willingly to remind serve the organization after development investment have spent for individual.
Otherwise, the turnover of these employee or candidate might relatively high compare to others.

For company B. Suggestion given management to review the mix combination approach for further
international expansion. Expatriates can send to another location to good use of their experience to further
expand company operation in globe level. HR leader should review the combination approach are remind
the best solution to ensure the company can competitive to achieve the objective in the most effective way
and benefit to all the stakeholder for a long term.
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7. Conclusion

In order to recruit the best people in most effective way, it is essential for the company to aware the
requirement to develop a best fit recruitment process (MUnstermann et al., 2010). Some studies and
research result shows that there is significant positive impact and important correlation during selection
and recruitment and the organization performance (Gamage, 2014).

Some study by Syed and Jamal (2012) also stated that implementation of an effective hiring activity and
process of selection has a direct impact relation towards organizational performance.

In review of all the challenges for both company A and B, both HR leader handling the expansion issues
in very carefully approach in managing recruitment activities, either work cultural or company culture,
especially in running oversee operation for expansion. Therefore, when both company A and B taking

different cultural values into consideration, their company can able to have an advantage over challenges

when building up the most important resources for oversee operation. The peoples.

15



8. Reference

Aswathappa, K., (2011). Human Resources And Personnel Management. New Delhi: Tata McGraw-Hill
Pub.

Aubert, B. A, Rivard, S. & Patry, M. (1996). A transaction cost approach to outsourcing behavior: Some
empirical evidence. Information and Management. 30 (2). pp. 51-64.

Bai, B., Brewer, K., Sammons, G. and Swerdlow, S. (2006). Job Satisfaction, Organizational
Commitment, and Internal Service Quality. Journal of Human Resources in Hospitality & Tourism, 5(2),

pp.37-54.

Bansal, A. (2014). Emerging role of Recruitment Process Outsourcing in MNCs. International Journal of
Scientific and Research Publications. 4 (3). pp. 1-3

Bhattacharya, M. and Sengupta, N. (2009). Compensation Management. 1st ed. New Delhi: Excel Books.
Bowie, D. and Buttle, F. (2013). Hospitality marketing. 2nd ed. New York: Routledge, p.137.

Brotherton, B. and Wood, R. (2008.). The Sage handbook of hospitality management. 1st ed. London:
Sage Publication Ltd, p.80.

Choudhury, J., 2020. Recruitment And Retention Strategies In Changing - Proquest. [online]
Search.proquest.com. Available at:
<https://search.proquest.com/docview/16558119197pg-origsite=gscholar&fromopenview=true>
[Accessed 11 December 2020].

Collings, D., Scullion, H. and Morley, M. (2007). Changing patterns of global staffing in the
multinational enterprise: Challenges to the conventional expatriate assignment and emerging
alternatives. Journal of World Business, 42(2), pp.198-213.

Dessler, G. (2011). Human Resource Management. 12th ed. New York: Pearson.

Eade, V. (2000). Human Resources Management In The Hospitality Industry. 2nd ed. England: Holcomb
Hathaway Pubs.

Farr, J. and Tippins, N. (2017). Handbook of employee selection. 2nd ed. New York and London:
Routledge.

16



Gamage, A. S. (2014). Recruitment and selection practices in manufacturing SMEs in Japan: An analysis
of the link with business performance. Ruhuna Journal of Management and Finance, 1(1), 37-52.

Gilfillan, G. (2018). Characteristics And Use Of Casual Employees In Australia — Parliament Of
Australia. [online] Aph.gov.au. Available at:

<https://www.aph.gov.au/About_Parliament/Parliamentary _Departments/Parliamentary_Library/pubs/rp/
rp1718/CasualEmployeesAustralia> [Accessed 2 December 2020].

Kim, W,, Leong, J. and Lee, Y. (2005). Effect of service orientation on job satisfaction, organizational
commitment, and intention of leaving in a casual dining chain restaurant. International Journal of
Hospitality Management, 24(2), pp.171-193.

Kremic, T., Tukel, O.l. & Rom, W.O. (2006). Outsourcing decision support: a survey of benefits, risks,
and decision factors. Supply Chain Management: An International Journal. 11 (6). pp. 467-82.

Kurz, R., & Bartram, D. (2002). Competency and individual performance: Modeling the world of work.
In I. T. Robertson, M. Callinan, & D. Bartram (Eds.), Organizational effectiveness: The role of
psychology (pp. 227-255). Chichester: Wiley.

Mclvor, R. (2000). A practical framework for understanding the outsourcing process. Supply Chain
Management: An International Journal. 5 (1). pp. 22-36.

Minstermann, B., Eckhardt, A. & Weitzel, T. (2010). The performance impact of business process
standardization An empirical evaluation of the recruitment process. Business Process Management
Journal. 16 (1). pp. 29-56.

Lambert, E. (2001). To stay or quit: A review of the literature on correctional staff turnover. American
Journal of Criminal Justice, 26(1), pp.61-76.

Ofori, D. & Aryeetey, M. (2011). Recruitment and Selection Practices in Small and Medium Enterprises.
International Journal of Business Administration. 2 (3). pp. 45-60.

Picardi, C.(2019). Recruitment And Selection: Strategies For Workforce Planning & Assessment. 1st ed.
London: SAGE Publications, Inc.

Roberts, G. (1997). Recruitment and selection. London: Institute of Personnel and Development.

Scullion, H. (1994). Staffing polices and strategic control in multinationals. International Studies of
Management and Organization, 3(4), 86-104.

17



Syed, Z. & Jamal, W. (2012). Universalistic perspective of HRM and organizational performance:
metaanalytical study. International Bulletin of Business Administration. 13. pp. 1451-243.

Whelan, E. & Carcary, M. (2011). Integrating talent and knowledge management: Where are the benefits?
Journal of Knowledge Management. 15 (5). pp. 675— 687.

18



9. Appendix

Questions prepared for the interview for both company A and B

Intreduction

| am a student studying Master of Business Administration at the University of Wales Trinity Saint David.
This research is conducted to study how the international expansion has led the Ovolo Hotel group to HR
management challenges and the local HR team upgrades into an international HRM. Your identity will
remain anonymous, and our conversation during this in-depth interview will be kept confidential. All the
data information collected MUST anly be used for this research project if vou do not have further

questions. We will begin the interview.

Background Information

®  Type of Company Registration [ Local Hong Kong brand / Non — Hong Kong brand )

®  Type of Company Business industry

#® HR Functional area ( 5taff Recruitment / Compensation and Benefit )

®  Position Held ( Assistant HR Manager / HR Manager / Executive Management )

®  Working experience in this position | 1- 3 years f 4 — 6 years / more than 7 years )
Opening Question

1. Which are the HR issues had the most complicated problem during the international expansion?

2. What is the root caused problem, and how did you address it?

3.  What is the positive and negative impact influenced your company?

4. What do you think about the influence of compensation and benefit on your company's image when

conducting international expansion?

Key Questions
1. How did you handle cultural differences in staff recruitment?
2. How did you attract talent in the host country?

3. What is the alignment of compensation and benefit for all employees in both local and international?

Closing Questions
1. What are the improvement areas?
2. Do vyou think the compensation and benefit sufficient positive impact on staff recruitment for

international expansion?
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