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Executive Summary

Mellow’s Bar & Restaurant is a well-established Caribbean dining venue in Birmingham, known for its authentic cuisine, cultural identity, and strong community presence. Despite its popularity, the business faces significant challenges, including financial uncertainty linked to the voluntary liquidation of Mellows Catering Ltd, shifting customer expectations, rising operational costs, and outdated internal systems. As Change Manager, the priority is to modernise operations and strengthen long-term stability.
The proposed change programme focuses on digital transformation, service improvement, and operational efficiency. Key initiatives include implementing a new POS and stock-management system, improving online booking, enhancing social-media marketing, redesigning the menu, and delivering staff training to boost digital confidence and service consistency. Backed by clear objectives such as raising customer satisfaction to 4.5/5, reducing staff turnover by 20%, and increasing revenue by 15% the plan is financially viable, offering an expected annual return of £78,000. This structured approach positions Mellow’s for sustainable growth and improved competitiveness.












Introduction

Mellow's Bar & Restaurant, is located at 57 Grosvenor Street West in Ladywood, Birmingham, a popular Caribbean-themed institution. Around the corner from the main icon road broad street, the food is genuinely Caribbean, with classics such as jerk chicken, curry goat, rice and peas, jerk lamb, salmon, plantain and fried dumpling. The walls are lined with photos of significant Black figures—Rosa Parks, Martin Luther King Jr., Maya Angelou, Nelson Mandela, Malcolm X—as well as a portrait of Derek "Mellow Beezy" Rawlins, the Chef and Owner.  Derek Rawlins has more than 25 years of culinary experience.  Rawlins (Mellow) called his business "Mellow" after his peaceful and mellow personality. His aim was to build a location in Birmingham for the community, especially for Caribbean cuisine, where people can "sit down, eat good Caribbean food, have an unforgettable birthday meal and go on a date." His food is cultural and communal, he regards Caribbean food as "homely … brings back memories" and a method to maintain cultural past. He was shortlisted for Chef of the Year at the Midlands Food Drink & Hospitality Awards in 2022. he has strong community ties, and part of his mission is to represent Black and Caribbean culture through food.  He leads a team committed to freshly cooked Caribbean dishes daily. Beyond cuisine, he is recognized as a community mentor with a growing reputation among local celebrities.
Mellow's Bar & Restaurant looks to be part of Mellows Catering Ltd, which is based in Birmingham.  However, public records show that Mellows Catering Ltd is currently in voluntary liquidation.  This raises major concerns about the restaurant's and catering operations' long-term viability.  The fact that its accounts are past due further indicates financial difficulty.  Despite this, the physical location of Mellow's Bar & Restaurant continues to function, revealing a more complex organisational picture: either the liquidation applies exclusively to a certain legal entity, or the restaurant division is being run under a different structure or under another commercial name. The brand’s continued social media presence and the functioning of the bar and restaurant point to resilience, even amid corporate difficulties.

As the newly appointed Change Manager at Mellows Bar & Restaurant, we find ourselves operating in an environment characterised by a challenging external landscape (post-pandemic recovery, shifting customer behaviours, rising costs) as well as internal pressures (staff turnover, ageing processes, digital / operational inefficiencies). This report outlines a strategic change plan to address the key triggers of change in our business environment, leverages appropriate change-management models and approaches, and recommends actions aligned with the organisation’s objectives and vision.

Our vision is: “To be the go-to social dining destination in West midlands, offering memorable guest experiences, operational excellence and sustainable growth.”
Our business objectives over the next 12-24 months include:
Increase total revenue by 15 % whilst maintaining cost margins.
Improve guest satisfaction scores (online reviews and on-site feedback) to 4.5 / 5 or better.
Reduce staff turnover by 20 % and increase employee engagement.
Implement key digital and operational improvements (booking, inventory, marketing automation).

This change plan will:
diagnose the key drivers and triggers for change.
propose which change models/approaches are appropriate.
map out a strategic programme of interventions.
identify how the effects on the business will be mitigated and show how the change links to achieving the business vision and objectives.

Several external and internal pressures force us to evolve in today's hospitality (bar and restaurant) industry.  To understand how Mellow's has been influenced by its surroundings, we must look at a variety of internal and external influences, including rapid shifts in the hospitality business caused by technology, consumer behaviour, and macroeconomic pressures.

Digital Disruption and Online Ordering
Online ordering platforms have had a significant impact on the restaurant industry over the last decade.  Customers today expect convenience, speed, and variety.  Mellow's, which has always relied on in-house dining or event catering, may find itself at a competitive disadvantage if it has a robust internet delivery plan.  If Mellow's has attempted to adapt, merging with delivery systems (Grewal et al., 2020) may increase costs (commissions are costly) and perhaps pressure already thin profits especially in a business with signs of financial fragility.  Reservations are indicated on the website ("Reserve your table"), but it's unclear whether Mellow's developed its own app or proprietary delivery system.  Without a dedicated digital ordering channel, they risk losing out to more agile competitors who can leverage technology for direct-to-consumer sales. (Basker, 2022)

AI and Automation in Hospitality
AI is increasingly reshaping restaurants: chatbots for booking, AI-powered demand forecasting, dynamic pricing, predictive staffing, and even kitchen robotics. For smaller, independent establishments like Mellow’s, adopting such technologies could streamline operations and reduce costs — but these investments require capital. Given that Mellows Catering Ltd is in liquidation, access to capital may be constrained. This likely limits their capacity to implement advanced AI systems. Without these efficiencies, they may struggle to match the operational sophistication of larger chains or tech-savvy competitors. Moreover, data analytics (powered by AI) can help restaurants understand customer behaviour, tailor menus, and personalize marketing. If Mellow’s has underinvested in data infrastructure, it may be missing valuable insights to drive repeat business and deepen customer experience. (Ivanov & Webster, 2019)




Changing Consumer Behaviour & Online Shopping Trends
Post-COVID, consumer habits have shifted: more people are ordering food online, expecting contactless services, and craving convenience. The “click-and-collect” model or pre-ordering for pick-up has become common. At the same time, there is a growing desire for experiential dining people want Instagram able interiors, “authentic” cultural experiences, and more than just a meal. Mellow’s tropical Caribbean ambiance and BBQ/jerk authenticity potentially align well with that trend. But consumer expectations also include flexible booking. In their TripAdvisor reviews, customers have complained about the booking portal limiting how many people can be booked in a single reservation and technical issues. Such friction in the reservation process is a sign they may not be fully leveraging modern online booking platforms, which offer more flexible and user-friendly interfaces. (Wong & Kim, 2020) 

Competition and Market Pressure
Externally, Mellow’s competes not only with independent Caribbean restaurants but also with large bar-restaurant chains, pub groups, and fast-casual fusion restaurants. Giants like Mitchells & Butlers dominate UK hospitality, with multiple branded venues under their umbrella. These chains often have deeper reserves for digital transformation, marketing, and scaling. There is also increasing consumer demand for value, especially in the context of rising inflation and cost-of-living pressures. Customers are more price-sensitive and selective about where they dine out. For a Caribbean-fusion restaurant like Mellow’s which may rely on premium ingredients and labour costs managing margins is harder under cost pressure. Meanwhile, regulatory factors (licensing, local competition, labour laws) and macroeconomic issues (supply-chain disruption, food cost inflation) are external risks. (PwC, 2023)
Brand and Community Loyalty
One of Mellow’s strengths is its brand identity: a Caribbean-inspired, culturally rich dining experience with a bar, catering, and an intangible “vibe.” This gives it a niche appeal. The founder’s personal story and celebrity connections add prestige. Community loyalty and word-of-mouth matter a great deal for independent restaurants. Social media, online reviews, and influencer marketing can help amplify its reputation but only if leveraged effectively. If Mellow’s fails to capitalize on digital marketing (Instagram, TikTok, local partnerships), it risks underutilizing a key lever of growth. On the other hand, negative reviews especially around service issues or booking frustrations can damage its brand. As seen on TripAdvisor, inconsistent service or mismanagement of reservations is already a pain point. Addressing these issues via digital solutions (better booking UX, staff training supported by feedback analytics) could help reclaim customer trust. (Hemmington & Neill, 2019)



Financial Strain and Strategic Risk
The fact that Mellows Catering Ltd is in voluntary liquidation is perhaps the most significant internal risk. It suggests deep financial stress perhaps related to profitability, cash-flow, or debt. This financial vulnerability makes it risky for Mellow’s to invest heavily in digital transformation, AI, or expansion. They may need to adopt a more cautious digital strategy, focusing on partnerships (e.g., working with delivery platforms) or incremental improvements (such as improving the booking system) rather than large-scale innovation. However, without such investments, they may fall behind more digitally mature competitors, risking a downward spiral.

Change Models & Approaches
To drive successful change, we must adopt structured models which guide how we plan, execute and embed change. Below are key models/approaches relevant to our context, along with how they apply.

Lewin’s 3-Stage Change Model 
Unfreeze 
Preparing Mellows for Change
The purpose here is to break existing habits and create readiness for change.
What Mellows might be experiencing
Declining customer satisfaction due to slow service or outdated menu.
Increased competition from trendier bars and restaurants.
Outdated processes (manual ordering, inconsistent service standards).
staff comfortable with “the old way.”
Unfreeze Actions
Communicate the need for change:
Explain to employees that customer feedback shows long wait times or that sales have dropped.
Share data: Weekly sales reports, customer reviews, or market comparisons to make the need obvious.
Build urgency: Emphasize risks of staying the same—lost customers, lower ratings, reduced revenue.
Involve staff early: Hold open discussions with servers, chefs, bartenders, and managers to hear concerns.
Address fears and resistance: Reassure staff about training, job security, and opportunities for growth.
Outcome: Everyone at Mellows understands why change is necessary and is mentally prepared for a new direction. 

Change /Transition
Implementing New Ways at Mellows involves introducing and testing new methods.
Possible Actions Mellows Could Take
Menu innovation: Introduce new signature cocktails or modernize the food menu.
Operational upgrades: Implement digital POS systems or table-ordering tablets.
Service training: Standardise greeting protocols, service sequences, and communication flow between bar and kitchen.
Redesign the ambience: Update the interior with modern lighting, music, or décor to attract younger customers.
New marketing efforts: Launch social media campaigns or theme nights.
Support during the Change Phase.
Offer hands-on training workshops.
Provide cheat sheets, quick guides, or new recipes/procedures.
Assign supervisors or shift leaders to help troubleshoot issues.
Encourage feedback from staff to adjust processes quickly.
Outcome: New systems and behaviours are actively being used, even if imperfectly. (Cummings et al., 2016).



Refreeze 
Embedding the New Practices at Mellows
Now Mellows ensures the changes stick and become the new norm.

Refreeze Actions
Standard operating procedures (SOPs) updated to include new workflows.
Regular performance evaluations to reinforce new expectations.
Celebrate early wins, such as improved customer ratings or faster table turnover.
Ongoing training for new hires so everyone follows the improved system.
Reward consistency:
Bonuses, recognition, or employee-of-the-month programs for staff who model the new behaviours.

Feedback loop: Continuous monitoring of customer feedback and staff suggestions.
Outcome: The changes at Mellows become stable, accepted, and part of the organizational culture. (Lewin, 1947)

Kotter’s 8-Step Change Model /Mellow’s Bar & Restaurant
Create a Sense of Urgency: Mellow's Bar & Restaurant is witnessing a decline in customer traffic, increased competition from modern gastropubs and negative internet reviews regarding slow service and outdated décor. The Management should collect data on revenue reduction, customer feedback, and market trends to demonstrate to employees why change is required for survival and future success of the business. (Kotter, 1996)
Objective: Motivate employees to understand that without change, the business risks becoming irrelevant.
Build a Guiding Coalition
A change leadership team is formed, including:
The general manager
Head chef
Bar manager
Lead server
Marketing/social media coordinator
This diverse group brings different perspectives and ensures buy-in across departments.
Objective: Create a team strong enough to lead the transformation.
Form a Strategic Vision and Initiatives
a clear vision to Transform Mellow’s into the neighbourhood’s top modern dining and social spot by elevating service, refreshing our menu and décor, and delivering a consistent, memorable customer experience.”

Main initiatives:
Redesign interior with a more contemporary feel
Introduce craft cocktails and seasonal dishes
Improve staff training and service speed
Increase online presence and community events

Communicate the Vision
The vision is shared during staff meetings, posted in the break room, and reinforced through weekly updates. The Managers communicate openly about progress and expectations.

objective: Ensure employees understand the vision and feel part of the journey.

Remove Obstacles
The Possible obstacles that mellows bar and restaurant face are Staff resistance, outdated equipment, and low moral. The actions that should be taken are Provide training and reassure job stability, Replace slow kitchen appliances affecting service times and Introduce incentives for excellent service or contributions to the change process.
objective: Enable staff to execute the vision without roadblocks.

Generate Short-Term Wins
Quick wins help build momentum, such as:
Launching a new signature cocktail and promoting it on social media
Running a “Mellow’s Week” event to draw traffic
Updating staff uniforms for a fresher look
Improved customer reviews or a noticeable boost in weekend sales reinforce the value of the change.

Sustain Acceleration
Mellow’s uses early wins to push forward with bigger improvements:
Complete the full interior renovation
Launch a loyalty program
Update the menu seasonally
Partner with local musicians for live music nights
The Goal is: Keep pushing until the vision becomes fully realized.

Institute Change (Anchor in the Culture)
The new practices become part of Mellow’s identity:
Staff training permanently includes new service standards
Regular menu innovation becomes routine
Customer experience metrics are reviewed monthly
The brand voice and online presence reflect the updated concept
Result: The change becomes “how things are done” at Mellow’s, ensuring long-term success

This model is helpful because our change effort is organisation-wide (operations, culture, digital) and we need employee buy-in. It gives a good structure for rallying the team, delivering quick wins and embedding long-term change. The change at Mellows Bar & Restaurant such as menu redesign, digital systems, service improvements, or rebranding was managed with varying degrees of effectiveness. The evaluation highlights strengths and weaknesses.

Strengths in Change Management
Clear strategic intent: Management recognised declining customer satisfaction and increasing competition, prompting the need for modernisation.
Structured implementation: Changes were phased (e.g., staff training before system rollout), reducing disruption.
Short-term wins: Improved customer reviews and faster service helped build confidence in the new processes.

Weaknesses in Change Management
Inconsistent communication: Some staff may not have fully understood why changes were occurring, creating uncertainty.
Resistance: Long-serving employees were hesitant to adopt new systems or menu structures because they felt excluded from planning.
Limited follow-up: Some changes lacked reinforcement (e.g., no refresh training), leading to partial regression to old habits.
Overall: The change was moderately well managed but would have been more successful with stronger communication, staff engagement, and continuous reinforcement.

Role of Leadership in Managing the Change
To evaluate leadership’s role, Transformational Leadership is used because it suits hospitality environments where motivation, morale, and customer service are central, (Bass & Riggio, 2006).
Transformational leaders inspire followers through vision, motivation, and personal influence. At Mellows, leadership actions can be assessed against the four elements of transformational leadership:

Idealised Influence (Role Modelling)
Effective leaders demonstrate the behaviour they expect from staff: friendliness, professionalism, punctuality.
Evaluation: If Mellows’ manager actively used the new digital system, engaged with customers, and adjusted their own routine, staff were more willing to adopt similar behaviours.

Inspirational Motivation
Leaders needed to explain why the change mattered: “We want Mellows to be the top dining venue in our town.”
Evaluation: Where leadership clearly articulated this vision, staff felt part of something meaningful.
Weak motivation or unclear direction caused lower buy-in and a sense of “change for the sake of change.”

(Encouraging Innovation)
Staff were encouraged to contribute ideas for menu items or customer-service improvements.
Evaluation: When staff felt their ideas were valued, resistance decreased.
If leaders dismissed feedback, it created frustration and reduced creativity.

Individualised (Supporting Staff)
Leaders who provided training, coaching, and emotional support helped employees cope with the changes.
Evaluation: New or inexperienced staff struggled less when leaders offered one-to-one guidance.
A lack of support made change feel overwhelming, especially for older staff unfamiliar with modern systems.

Leadership Summary:
Build trust
Improve motivation
Reduce resistance
Encourage staff ownership of the change
Where leadership was inconsistent or more autocratic, morale dropped and employees felt imposed upon rather than involved.

Organisational Culture on the Change Programme
Organisational culture shared values, norms, and beliefs—plays a crucial role in determining whether change succeeds or fails. (Schein, 2017)
evaluation of cultural factors within Mellows:
Positive Cultural Influences
Strong Team Orientation
The hospitality sector relies on teamwork.
If Mellows traditionally had strong feeling of trust and staff helped each other adapt that will reduce stress and improving acceptance of new procedures.

Customer Focused Values
A culture built around excellent service helps employees appreciate the value of changes designed to improve customer satisfaction (e.g., faster service, better food consistency).
Negative Cultural Influences
Resistance to New Technology
In many independent restaurants, long-serving employees prefer familiar routines.
If Mellows had a culture of “we’ve always done it this way this could slow down adoption of digital ordering and other innovations.

Informal Work Practices
Bars and restaurants often have informal procedures, which can conflict with structured change.
For example, staff might ignore standardised processes introduced to improve service consistency.

Overall Cultural Impact
Supportive, customer oriented cultural elements facilitated change by motivating staff to improve standards.
Deep rooted traditions and informal norms created barriers, especially around new systems or stricter procedures.
The success of the change programme depended heavily on how well leaders aligned cultural values with new organisational goals.

Change management Plan for Mellows
Mellows Bar and Restaurant operates in a hospitality industry marked by rapid technological innovation, fierce rivalry, rising operational expenses, and shifting client expectations.  These demands, compounded by digital disruption, the expansion of online delivery platforms, and an increased reliance on social media, have shown gaps in Mellows' current operations, customer involvement, and digital capabilities.  As a result, Mellows has to implement a planned change project to update its service approach, boost its market position, and improve long-term viability.  This change management plan describes the proposed change, including its objectives, financial implications, communication strategy, and assessment measures required for its implementation. (Buhalis & Sinarta, 2019).
Proposed Change
The proposed strategic change for Mellows Bar and Restaurant is the digital modernisation of operations and customer engagement, which includes implementation of:
A new digital Point-of-Sale (POS) and stock management system
Enhanced social media and online marketing strategy
Online reservation and table-management system
Menu redesign supported by data insights
Staff training programme focused on digital literacy and customer service excellence
These combined changes respond directly to external pressures, including increased competition from modern venues, reliance on online customer reviews, the need for efficiency, and growing use of AI-driven analytics in hospitality. The change also addresses internal weaknesses such as inconsistent service delivery, outdated manual systems, and limited digital marketing expertise. (Evans, 2020)

Objectives of the Proposed Change
The change initiative aims to achieve several clear and measurable objectives that support Mellows’ long-term business strategy:
Improve Operational Efficiency
Implement a POS and stock management system to streamline ordering, reduce human error, and optimise stock levels.
Reduce order errors by 40% within six months
Reduce stock wastage by 20% within the first year
Increase Customer Engagement and Footfall
Use social media, online booking, and targeted marketing to enhance visibility and customer retention.
Increase social media engagement by 50% within four months
Increase customer bookings by 25% within six months
Enhance Customer Service Quality
Train staff to use new digital tools and adopt a more consistent, customer-focused service approach.
Achieve customer satisfaction ratings above 4.5/5 on online platforms within nine months



Strengthen Competitive Position
Differentiate Mellows through efficient service, improved branding, and better customer experience.
Increase monthly revenue by 15% within 12 months
Each objective is aligned to SMART principles Specific, Measurable, Achievable, Realistic, and Time-bound ensuring clarity and accountability throughout the change programme.

Financial Plan
Implementing this change will require up-front investment, but it is expected to generate long-term operational and financial benefits. The financial plan below presents the estimated cost breakdown and expected return on investment (ROI), (Sigala, 2018).
Estimated Costs
New POS and stock management system 
Cost Estimate: £8,000 (hardware + software)
Online reservation system
Cost Estimate £2,500 annually
Social media marketing and branding campaign
Cost Estimate £5,000
Menu redesign and printing
Cost Estimate £2,200
Staff training programme
Cost Estimate £3,000
Contingency fund (10%)
Cost Estimate £1,770
Total Investment Required	£22,470


Ongoing Operational Costs
POS maintenance: £700 annually
Social media advertising: £300 per month
Staff training refresher sessions: £1,500 annually

Expected Financial Benefits
Increased revenue from improved customer flow and engagement:
Estimated additional revenue: £6,000 per month
Annual increase: £72,000
Reduced wastage and operational inefficiency:
Estimated annual savings: £6,000
Total annual financial benefit: £78,000
Return on Investment (ROI)
Initial investment: £19,470
Annual return: £78,000
ROI within first 4 months

This financial analysis shows the proposed change is financially viable, strategically beneficial, and capable of delivering rapid payback while strengthening long-term sustainability.

Communication Plan

Effective communication is central to the success of the change initiative, as hospitality environments rely heavily on staff engagement, motivation, and alignment. The communication plan ensures all stakeholders understand the reasons for change, expected benefits, and their individual roles in the transformation process. (Clampitt, 2016) 

Key Stakeholders
Owners/Directors
Managers
Front-of-house staff
Kitchen staff
Customers
Suppliers
Technology partners
Each group requires tailored communication to meet their needs and ensure clarity.

Communication Objectives
Increase staff understanding of the purpose and benefits of the new systems
Reduce resistance by providing reassurance, support, and opportunities for feedback
Maintain transparency during each stage of implementation
Build customer awareness and excitement about improvements

Communication Channels
Staff meetings and briefings: Weekly during implementation
Training workshops: Hands-on sessions with system trainers
WhatsApp group: Daily updates for staff
Noticeboards: Visual summaries of timelines and responsibilities
Email updates: Monthly progress reports
Social media announcements: Promote new menu, booking system, and brand changes to customers


Communication Timeline
Stage
Pre-implementation	
Communication Activities> Announce change, explain rationale, gather feedback
Implementation (Weeks 1–8)
Communication Activities >Training sessions, progress meetings, daily updates
Post-implementation
Communication Activities >Reinforcement communication, evaluation results, recognition of achievements

Managing Resistance
Resistance is expected during digital transformation. To reduce resistance:
Offer hands-on training for digital literacy
Provide emotional reassurance
Establish staff champions to support peers
Communicate benefits (e.g., easier workflows, reduced stress)
Involve staff in decision-making
This ensures employees feel valued and supported rather than threatened.

Evaluation Plan
Continuous evaluation is essential for measuring progress, identifying gaps, and ensuring the change becomes embedded in the organisation. The evaluation plan includes both quantitative and qualitative measures.

Evaluation Objectives
Assess operational efficiency improvements
Measure employee confidence in using new systems
Evaluate customer satisfaction and engagement
Ensure financial targets are met
Prevent regression to old systems

Key Performance Indicators
Operational KPIs
Reduction in order errors
Stock wastage percentage
Service speed improvements
Financial KPIs
Monthly revenue changes
Cost savings
Return from marketing efforts
Customer KPIs
Online review ratings
Booking numbers
Customer retention rates
Staff KPIs
Training completion rates
Staff feedback surveys
Staff turnover

Evaluation Methods
Customer surveys and digital feedback
Social media analytics
POS system data reports
Monthly performance meetings
Staff interviews and focus groups

Evaluation Timeframe
First evaluation: 4 weeks after implementation
Second evaluation: 3 months post-launch
Final evaluation: 12 months post-launch
Continuous improvement actions will be inserted after each evaluation stage to ensure sustainability and alignment with strategic goals.

Conclusion
the recent history of Mellows Bar and Restaurant demonstrates an organisation navigating significant and rapidly evolving pressures from both its internal and external environment. Factors such as digital disruption, the rise of online food delivery, changing consumer expectations, and the growing influence of AI have fundamentally reshaped the hospitality landscape. For Mellows, these developments exposed operational weaknesses, outdated systems, and a limited online presence, prompting the need for strategic transformation. Internally, challenges such as mixed staff skill levels, resistance to technology, lack of role clarity, and inconsistent leadership practices further complicated the change process. Collectively, these forces created a strong imperative for Mellows to modernise its business model, improve service quality, and strengthen digital capability in order to remain competitive and relevant. The application of change management models provides insight into how Mellows approached, and sometimes struggled with, this transformation, Overall, Mellows Bar and Restaurant made important steps towards modernisation, yet its journey also illustrates the complexities inherent in organisational change. For future success, the business must embed a clearer strategic direction, invest in leadership capability, strengthen cultural alignment, and ensure continuous communication and staff development. By addressing these areas, Mellows will be better positioned to adapt to ongoing industry changes and achieve sustainable long-term growth. 
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