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[bookmark: _Toc80978298]1. Introduction

The problems and issues at a catering company were analysed using FISH BONE, PASTEL and SWOT methods.  The ADKAR method was used to find the solution and implementation plan of the analysed problems. Currently, I work as an assistant manager at a catering company. I do have plan to work up, to be the Manager. I have been working in the company for almost 2 years now. I have seen many ups and downs in this challenging time of the Pandemic. I worked long enough to observe the good and bad sides of running the organisation. There are couple of obstacle and complications that I think needs attention to obtain the maximum potential of the business.  One of the key problems are hiring unqualified staff. There are some advantages of Hiring unskilled candidates such as zero-hour contract, quick to hire, available at short notice, willingness to work longer shifts. Nevertheless, there are more damaging consequences of hiring unskilled candidates. The quality of the job can be compromised, leaving the job without notice, not following instructions and no sincerity to the position, can be costly when in need, reputation of the business on stake, special recipes and methods could lose the confidentially.  All mentioned problem-solving tools makes it obvious to understand for the stakeholders how and why we reached to these solutions.

[bookmark: _Toc80978299]2. Impact

Time, effort, costly training the staff which will affect the efficiency of the business. Duration of training and levelling employee to the company standard can be lengthy, as they have no contract to tie them in the company they might leave after they have acquired the training. Which can be a bad effect or bad influence on the rest of the qualified loyal staff. Productivity of business will be slow. To narrow the issues that are affecting progress of the business I will use a fishbone brainstorming method.

[bookmark: _Toc80978300]3. Fishbone Model

The fishbone model was used to analyse the root causes of the problem and to brainstorm the solutions to these problems. The brainstormed problems were arranged in a fishbone skeleton according to the level of importance of a problem.  The fishbone skeleton was arranged right to left with large bones and small bones with details. (Mindtools, 2009)
Figure 1: Fishbone Model of the Problems at the catering company
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[bookmark: _Toc80978301]     3.1 Problem Statement
The catering business is suffering with different types of issues due to untrained staff. This issue is affecting some areas of the business directly and some indirectly.  The main problems are analysed with help of Fishbone method.  The following problems were identified: efficiency, productivity, customer service, motivation, quality, lack of experience, sales and profits.

[bookmark: _Toc80978302]    3.2 Lack of Experience
The untrained staff has no experience which makes it is difficult for them to handle some complex tasks.  The success comes from experience and experience comes from failures. However, business cannot afford too many failures by employees’ mistakes. Therefore, the staff who has not worked in a similar environment before, struggles to complete the simple duties which can only improve with practice. 

[bookmark: _Toc80978303]    3.3 Motivation
The motivation is very important for doing any type of work.  Normally, the untrained and inexperienced staff are lacking motivation as they struggle at work and do not necessarily enjoy it.  If something is difficult for you, it means you are not doing it correctly.  In contrast, the trained and experienced staff work with greater motivation. This effect the quality of work, efficiency and productivity. The supply staff was lacking on motivation and energy to do the work.  

[bookmark: _Toc80978304]    3.4 Quality
The quality of work performed by an untrained staff is normally very low. Lacking consistency. By working on a particular task improves the quality. The worker working every day on a new task which he/she never performed before cannot ensure the quality.  A business performance is gauged on the quality and if the quality is compromised then the business suffers immensely. 

     3.5 Customer Service
The customer service is very important area of a business. It is the presentation of business products.  If the customer service is poor, business struggles to up sale its quality products. It was observed that the customer service skill of the untrained staff was of very low standard.  They were unable to provide customers with good experience of purchasing at the business.  

   3.6 Efficiency
The efficiency is directly related to experience.  It improves as you spend more time at similar work.  The efficiency avoids waste of material, energy, time.  This skill also ensures to do well and successfully without any waste.  The untrained staff was unable to perform their task efficiently, hence damaging the business.

    3.7 Productivity
The productivity is the efficiency of producing products.  The experienced staff can produce more work in same time given to inexperienced staff.  It means more workforce is needed if they are all untrained to do the same work.  The business production speed was slowed down due to supply staff, it also put more pressure on the trained and experienced staff as they must do more work. 

   3.8 Training
Training the untrained staff requires a lot of time and resources.  It was noticed that some supply staff was trained but they did not work long enough. The time spent on training was wasted.  On the other hand, there was no training needed for the experience staff and they were ready to work on day one.

    3.9 Sales
The factors described above directly contributes towards overall sales of the business. The efficiency, productivity, motivation, customer services can affect the sales heavily. The business noticed a reduced sales upon departure of experience staff and the introduction of supply staff.

     3.10 Profits
The mismanagement of the resources of  business can increase the expenses. The same amount of work was performed by 10 untrained employees instead of 8 experienced employees.  This was an extra burden on the business, where the expensive untrained staff was costing business a fortune.  Accordingly, if the sales are down and expenses are high, the business profit is compromised.

[bookmark: _Toc80978305]4. Proposed Solutions

To purpose any solution, I need to find in more depth of the core problems and have an overview of the other issues that might worsen the internal problems. Pestel Analysis is a helpful tool to analyse both internal and external factors which are affecting the business. Also gives the sketch of market trends. To get a broader overview of the issues my workplace is having I will conduct a Pestel Analysis. (www.linkedin.com, n.d.)




[bookmark: _Toc80978306]4.1 Figure 2: Pestel Analysis. 
TECHNOLOGY
Lack of technological knowledge, over loading broadband usage, signal problems, freezing of payments.

SOCIAL
Limitation of staff on premisses, limited space for staff to work. COVID-19 restrictions.

 

ENVIRONMENTAL
Delivery vehicles affecting carbon footprint, unsustainable  resources.

ECONOMIC
Small town, high price of produces due to lack of local productions.


PESTEL





LEGAL
Fixed hours opening, closing early. Work permits for staff.

POLITICAL
Brexit, Government,
Rules of Pandemic, changing and restricting.






(Diagram Author)

[bookmark: _Toc80978307]4.2. Evaluation of Solutions

Brexit and Covid-19 Pandemic had enormous impact on the business, in all areas. It had tremendous effects on staffing, customers, high-cost materials, and running the business was very challenging with so much government restrictions. The cost of keeping business open was high and gaining revenue was low. To highlight the main internal deficiency in running the business. Swot analysis acronym for Strength, Weakness, Opportunity, Threats. which will help to collect and evaluate Data from within the company, can stimulate realistic strategies to develop the organisation to perform better. I would use Swot analysis to pinpoint all vulnerability. (Kenton, 2020)


[bookmark: _Toc80978308]5. Swot Analysis

	STRENGTH
	WEAKNESS
	OPPERTUNITY
	THREATS

	Staff can be trained according to the company needs, low wages, more staff availability, zero hours contract, own unique popular recipe.
	Unreliable staff, waste of time and resource, slow productions, low sales, 
	Job opportunity to unskilled workers, giving opportunity to training and qualification, potential loyal staff, well specific trained staff. 
	Loosing efficiency of running business, loss on profit, no commitment, no liability, no motivation, no genuine loyalty, no team commitment. 


(Diagram-Author)

Insightful with the weakness and threats I would establish and promote an outline of how to get most out all staff as a team. A cost effective plan must be materialized and provided for new individuals and already working staff. which will show value and equality for all. Happy employee means thriving business.

[bookmark: _Toc80978309]5.1 Implementation of Plans: Solution 1

Keeping in mind the advantages of untrained staff hiring, going forward with positive attitude would be to establish a new procedure ready for hiring and training. Start with briefing on the company Values, Vision, Goals and consumer demands. Prioritize positions main duties and train the skills required first, separating hard and soft skills.  Set the level of standard, Break down the barriers. Get them to observe colleagues. Keeping learners’ programs relevant to the task and job. Assign practical tasks. Get feedback how they planned to it, ask how it can be improved according to them. Have new employees job duties limited at the start to give time to get settle in the setting and getting to know the team. Get them to recognise the work culture and discover the importance of quality and efficiency.  Make them feel part of team and how much important their role for the growth of the business.


[bookmark: _Toc80978310]5.2 Solution 2

Employ mix staff. Hire fully skilled staff for main positions. Have less untrained staff. Giving job opportunity to unskilled candidates. Have fully clear claws contract for hiring. Training will be given but with a fixed term of working time. Minimum wages before training, review wages after training. Have a penalty charge in place if fixed term time contract is breached after training. If the business is unable to provide the training, an agency will be assigned, cost will be shared with the employee. Hire a skilled specialist for the training. Get involved in training programmes outside the company. Prioritising cost effective programs according to the candidates and their ability and knowledge. Motivating them and enhancing the skills already they may hold.

[bookmark: _Toc80978311]6. Presentation for Stakeholders

The management would Inform all involved people in the business about the plan. The owners/shareholders. Explaining why the change is necessary and how we have come to purpose decision to implement changes. what was going wrong and what can be fixed and how. Making sure everyone is on board with the changes. 

[bookmark: _Toc80978312]7.  ADKAR Model

The ADKAR model stands for Awareness, Desire, knowledge, Ability, Reinforcement.
The ADKAR model was adapted to implement the solution to the analysed problem by the Pestel and Fishbone model. (Strategies-for-managing-change.com, 2020)
 Which are given below: 

[bookmark: _Toc80978313]     7.1 Awareness

The employees of the organisation were made aware about the new strategy and the plans to implement it.  All were summarized beforehand.



[bookmark: _Toc80978314]  7.2 Desire

The employees were briefed on the problems the organisation was facing due to untrained staff.  The point of view of employees was considered and discussions were taken place to implement the change. It was explained how the organisation and employees will benefit from it.

[bookmark: _Toc80978315]   7.3 Knowledge

An enhanced training program was designed to train the staff as per the new strategy.  The training material and resources were readily available for the employees, containing manuals, check lists and videos.

[bookmark: _Toc80978316]   7.4 Ability

There was a need to build up the ability to make the change. Although, the training material was made, but it needed to be practiced and improved considering the feedback. The ability can be enhanced with practice.

[bookmark: _Toc80978317]    7.5 Reinforcement

In the reinforcement stage it was ensured that the change is consistent, and employees do not go back to old methods. There might be a few processes which are not working correctly and need to be improved as per the new guidelines.  





[bookmark: _Toc80978318]8. Conclusion  
  
The objective to set SMART (Specific, Measurable, Agreed, Realistic, Timely) tangible goals (Haughey, 2010) for the growth of the business, it is crucial that I analyse all aspects of the business good and the bad. To implement effective changes. All decisions and solutions were designed with the data collected by the Fishbone, Pestel and Swot analysis. Start the training slow according to need of the employee to be more cost effective. The goal is to have fully qualified staff with low cost. Loyal motivated staff working to promote the business to next level. The training programmes are built to have employees ready as fast as possible. Keeping an open mind, breaking barriers, getting feedbacks and making necessary changes as and when required should solve most of the obstacles, to flourish and establish a healthy working environment for all. Happy employer means Happy employees which leads to profitable established business.
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