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Introduction

     In this report I will define a problem at work, I will do a fishbone analysis to identify the causes and effects of the program. With the help of Swot and PESTLE analysis I will try to identify what are the internal and external factors, as well as the vision of the organization when the solution to the problem will be found.
     The problem I will present is part of one of my experiences at work. I have been working at a coffee shop as a sales assistant for 2 years. This organization is run by a manager who has not had very good feedback lately from customers but also from employees because he does not respect anyone, he offends everyone, screams at employees, all my colleagues were dissatisfied with the overtime hours that were not paid, as result customers have decreased, so has the staff. When he offended me personally, then I asked to make a formal written complaint to the general manager, which was to be the beginning of a new file. My concerns were fully investigated, all colleagues were interviewed, warnings were issued and operations daily were monitored with a new focus. In the end, the person who was reprimanded was punished with the termination of the employment contract, me and my colleagues no longer work under stress, the business is running much better and I also received a salary increase.
     Using the Fishbone diagram, I will try to find out the causes and effects. This analysis was created by Kaoru Ishikawa and suggests that before we solve the problem, we need to find out the causes behind the effect and make sure that it will not reappear.
[image: ]
     In conclusion, in the fishbone analysis, I have identified  the causes and effects, then I identified the problem.
     Another very important analysis that helps to develop problem solving strategies is Swot analysis. It is a very simple but very powerful tool that represents strengths, weaknesses, opportunities and threats.
	STRENGHTS
	WEAKNESES
	OPPORTUNITIES
	THREATS

	· Capabilities

	· Lack of communication
	· Business development
	· Environment effect

	· Competitive advantage
	· Lack of self confidence
	· Increase productivity
	· Market demand

	· Experience, knowledge and data
	· Low wedges
	· Happy staff
	· Innovation in technology and ideas

	· Hard workers able to work under pressure
	· Over time unpaid
	· Satisfied customers
	· Obstacles to be faced

	
	· Lack of staff
	· Pleasant environment
	· Poor management strategy

	
	· Lack of training
	· Team working
	



     In conclusion of SWOT analysis, the employee will undergo a two-week review training program to improve his daily work responsibility, the employee will meet with his immediate supervisor once a week for the next three weeks to discuss work-related issues that need to be fixed as soon as possible, management need to make new strategy. A new department will open within the company in the next month, in which Employee A might be assigned to.
     Pestle analysis is one of the tolls to monitor the internal and external factors of the organization and can have a profound impact on the performance of the organization. PESTLE is an acronym that refers to political, economic, social, technological, environmental and legal factors. policies refer to how government intervenes in an industry, and has a profound impact on organizations that include corruption, fiscal policy, labour law, environmental law, and trade restrictions.
     Economic factors determine the performance of the economy, and the factors that lead to economic growth are exchange rates, inflation rates, interest rates and unemployment rates. These factors can have a direct or indirect influence on companies because they can affect the power of consumers to buy or can affect companies in promoting products or services on the market.
     Social factors represent habits, norms and demographic characteristics in care or organization may unfold. These care factors can influence the environment are distributed by age, population growth rate, attitudes about lifestyle and cultural barriers.
     Technological factors can have a positive or negative impact on organizations because they involve a lot of money to invest in technology.
     Environmental factors- these factors include pollution, environmental and environmental issues, such as weather, climate, climate change that may affect certain industries.
     Legal factors can overlap with political factors only as legal factors have stricter, clearer laws such as employment laws, consumer protection laws, copyright laws and patents and health and safety laws.
	POLITICAL
	ECONOMIC
	SOCIAL
	TECHNOLOGICAL
	LEGAL
	ENVIRONAMENTAL

	-potential change to legislation
	-employment rates
	Life style factors
	Changes in information technology
	Employees low
	weather

	-government policy
	-monetary policy
	Population grow rate 
	Replacement technology solutions
	Health and safety regulation
	Stressful environment

	-tax policy
	-interest rates
	Employee attitude
	Access to new technology 
	Discrimination law
	Growing attention to environmental protection

	-laws impacting companies in wants and needs
	-inflation rates
	Cultural barriers
	Level of innovation 
	Education law
	

	
	unemployment rates
	Education level
	Internet infrastructure
	Data protection law
	

	
	Availability of credit
	
	
	
	

	
	Level of disposable income
	
	
	
	



     According to PESTLE analysis the company is facing many challenges as i have discussed in the Pestle analysis. But the company is possessing a dominant position on the market so it is strong enough to cover all of the challenges posed in the market if the management will improve the strategies, if the employees will receive adequate training, to improve their communication and problem-solving skills, to learn to work in a team.
     To solve this problem, I identified two more solutions that proved to be favourable for employees and for company also. The first solution I recommended to the General Manager was the store manager to be replaced with another more competent manager, who knows how to respect people, make his own plan of action and follow it. The second solution that I recommended to the general manager, was to increase the employees' salaries, and to pay overtime by 50% more, in this way, employees will become more motivated and satisfied, as long as they are respected and their work is rewarded, the company will have higher productivity and satisfied customers.
     With the help PMI tool (plus, minus, interests) which means a tool for decision making and critical thinking. I will make another analysis. PMI was developed by Dr. Edward de Bono, a supporter of lateral and critical thinking and encourages the examination of ideas and concepts from several points of view. This strategy helps us identify strengths and weaknesses to improve the situation, reflect upon processes after the fact and helps you make decisions quickly by balancing pros and cons.
     To complete this tool, I will make a chart of three columns - "Plus", "Minus" and "Interesting."

	               PLUS
	               MINUS
	          INTERESTING

	The store manager replaced
	Time management
	The company will have more customers

	We could reduce the production quota
	
	Satisfied employees

	we can reduce products prices
	The company profit will increase slowly
	Happy costumers

	providing the necessary training for employees
	
	The company's image will change

	Action plan management 
	
	The company profit will increase

	Overtime paid
	
	

	Salary increase
	
	



     The problem I have identified is unsatisfied employees and in order to solve this problem I will reproduce an action plan.
     This action plan includes work strategies that the coffee shop team can adapt to gain efficiency at workplace. In the past, the company receive many negative feedbacks from customers related to service and shop manager. One of the reasons turns out to be inconsistent work schedule of customer service and the shop manager is very rude with staff and customers.

     I will reproduce a Grant Chart which is the easiest way to make the task plans and to follow the evolution of the plan. easier way for both employees and manager because depending on the tasks given in the plan, you can accurately track progress, you can set priorities. This schedule may change depending on your needs and subsequent issues that may arise. The first step will be to list all tasks.
Gannt Chart 
	  Tasks
	Resources
	1st week
	2nd week
	3rd week
	4th week

	Shifts are well prepared
	Line manager
	
	
	
	

	The salary increase 20%
	General manager
	
	
	
	

	Over time paid 40%
	General manager
	
	
	
	

	Every week discount for customers at different products
	Line manager
	
	
	
	

	Provide necessary training for staff
	Line manager
	
	
	
	

	Inventory is done regularly
	Team member staff
	
	
	
	

	In house inspection is done regularly
	Line manager
	
	
	
	

	Managers maintain food cost 
	 manager
	
	
	
	

	Managers speak with guest and do table visit
	manager
	
	
	
	

	Managers speak professionally with staff
	managers
	
	
	
	

	Staff behaviour is professional in front of the guest
	Team members staff
	
	
	
	

	Managers handle guest complaints professionally with positive attitude 
	managers
	
	
	
	

	Staff enjoy they work, professional and positive attitude
	Members staff
	
	
	
	

	Teamwork is essential
	Managers, members staff
	
	
	
	

	Feedback for all users
	Line manager, staff member
	
	
	
	



· Team members responsibilities
     The biggest responsibility of the employees is to provide a very good customer service, they must be friendly and sociable in all circumstances, to have a positive attitude. Every employee must ensure that taking customer orders, processing payments and delivering food or beverages is done in a professional manner. Teamwork is very important because it makes the job easier and the services delivered to the customer are exceptional.
     The best solution for this organization is for the store manager to be replaced with a manager capable of running a, hours should be paid and to attract customers, I would recommend that every week a discount be made in the store, the staff needs to improve communication skills and to solve the problems that arise. The better service for the stakeholders is that the company offers adequate training to employees to satisfy both employees and customers, the environment should be pleasant, employees should receive higher salaries, over time need to be paid with 40 % more.


· Management review -feedback
     “We have all adapted to this plan and we have realized that most of you have adapted to these very well-developed rules. I noticed that teamwork has made the progression of your services professional, customers are satisfied and their number has increased in the last two weeks. I want to thank you for your involvement in the company and as a thank you you will have a bonus from the company. congratulations!” 

· Security and privacy measures 
- Respect for personal information and compliance with data protection legislation
- The relationship between managers and the rest of the staff must be professional and friendly. The manager's responsibility is to listen to employees when a problem arises and try to solve it, and employees must feel free to have open discussions with the manager.

· Health and safety
     -The management of the company must ensure that the bartender who prepares the coffee must have enough space between the coffee machine and the counter to prevent accidents. An example for employees could be the risk of burning from the coffee steam and in this case, the management must take safety measures, provide employees with the necessary equipment, enough space between the coffee machine and the counter. 
     -The staff must have adequate equipment for the workplace, including safety shoes.
     -Customer safety is very important, so staff must be very well trained to take precautions immediately when the floor is damp or slippery, ensuring that the customer will not suffer an accident.

· Data protection
Social networks could be a big problem for companies as long as employees have access for work purposes. Employees should always be reminded to be pre-caused when using social networks to avoid disclosing confidential information about the company.

· Policies and procedures of the company
     -The manager is obliged to provide the staff with the necessary work tools and a positive work environment. Every employee and customer will be treated with respect.
     -Management will never be too busy to resolve any conflict or problem that may arise.
     -Meetings will be regular with all employees and various issues, new training or product promotion will be discussed. These meetings will be considered part of the work shifts and will be paid.
     -Everyone will be able to express their personal opinion as well as be open to comment on suggestions for the proper functioning of the cafe.
     -Without teamwork it will not be possible to achieve our goal, that of creating a pleasant environment for both customers and employees.

Communication plan

	STAKEHOLDER
	POWER/INTEREST
	           KEY INTEREST&ISSUES
	COMMUNICATION VEHICLE
	FREQUENCY
	COMMENTS

	Management
	high
	Provide the equipment adequate for staff
	email
	monthly
	

	Management
	high
	Provide the necessary training
	meeting
	weekly
	

	Management
	high
	Provide bonus 
	meeting
	weekly
	

	Management
	high
	Provide promotions for different products
	meeting
	weekly
	

	Staff members team
	high
	Improve Positive attitude, excellent communication skills
	
	weekly
	

	Staff members
	medium
	Inform the management every time when a problem arises
	meeting
	weekly
	

	Staff members
	high
	Provide excellent customer service
	
	weekly
	

	Staff members
	high
	Make sure the customers are comfortable and safe
	
	weekly
	




Conclusion

According with the implementation of my plan, each employee is satisfied with the new action plan, everyone respects his attributions and responsibilities and the management agreed with my plan, correcting small errors and adding some extra notes. One month after the implementation of the new plan, the results have been seen, the company's profit has increased by almost 30%, employees are satisfied with the new salary increases, they are much more confident and happier to work in a pleasant and quiet environment. With the help of problem-solving techniques, we implemented this plan which had a strong impact on management and employees. the problems have been solved and the plan will remain in action.
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