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INTRODUCTION:

Problem solving is defined by The Collins English dictionary as: ‘’the act or process of finding solutions to problems, especially by using a scientific or analytical approach. It is a vital everyday skill That you will need to have for your personal and professional life.’’

						www.icaew.com.(n.d)

For this assignment I selected the company ‘’ PRET A MANGER’’ as the workplace of this role play and report.
This company open the first shop in 1986 in London. The mission of Pret is simple: 
‘’Deliver freshly made food and organic coffee’’
Pret A Manger is proud to say they use Organic coffee, also have a proper foundation set up by the founders in 1995 To alleviate poverty, hunger and help break the cycle of homelessness by donating our unsold food in partnership with local food rescue organizations.

						Pret.com (2019)
 








PESTLE analysis of the company

· Political factors | The UK Government has imposed VAT on Hot Food, which has impacted Pret’s profit.  In addition, as Pret is operating in the international market, it must comply with governments’ rules, policies, and regulations, that affect Pret’s business policies and strategies.
· Economic factors The volatile economic circumstance and currency rate, monetary and fiscal policies taken by the concerned authorities, volatile income, and expenditure level influence Pret’s strategies. For example, the increased tax imposed by the British Government impacts the overall profit margin of Pret A Manger.
· Social Factors | Different social factors, for instance, changes in demographic structure, and characteristics of local people, traditional and cultural factors, etc impact the sales and profit of Pret A Manager.
· Technological Factors | The rapid development in technologies is changing customer purchasing behavior and buying decision making. Consequently, Pret has had to invest a huge amount of money in technology introduction in its business, which has also forced Pret to use extra effort on staff training. In a word, this factor impacts the profit margin of Pret.
· Legal factors | Different kinds of legal factors influence the strategies of Pret. For instance, consumer rights policies, inquiries, and complaint policies, etc giving extra presser to the business. For example, when a customer does feel the taste in food, Pret must refund, which increases the variance and impact on profit.
· Environmental Factors | Environmental issues, for example, worse weather, rainy weather, sharp cold, cyclone mainly in US impact on the sales, variance, product, and profit of Pret A Manger
 


WWW.GLOBALCOURSEWORK.COM (n.d)

The workplace problem

In this case we have Raul (Employer of a small shop of Pret a manger) coming to the main offices of the company to talk with Lily (The HR in charge of the area where the shop is located). The employer is unhappy with the actual situation of the shop, having a strong complain about the management of the shop and the total attitude of the management with the staff.
Th is problem is affecting the profits and sales of the shop, also is creating more conflicts with the costumers and complains. If this problem persist the shop can suffer big losses (sales, costumers. Staff …etc) in the future.


Analysing information:

After a long talk with Raul, I gather information about the problem and effects that cause the staff is being unhappy with the management of the shop.
Using this Fishbone diagram, I analyse the possible causes to the complex problem.
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-High pressure: Overdue the demand of more products the management is pressing the staff to deliver and produce more food for the costumers in a short time. This increases the stress to the staff for accomplish this demand.
-Bad Management: The Manager with the Assistant manager don’t have the same goals or priority at the shop, this confuses the staff because they don’t know which the real protocol is to follow.
-Short Staff: As the result of the bad management many of the staff have resigned and this cause the need for the current staff to cover this empty place and work the double, creating the discontent between the costumer because the waiting time for the products are more longer-term.
-Poor support: Many of the staff ask for support to the management but it never came to anything consistent. This created more discontent with the staff and force to one of them go to the superiors in charge.
-Low payrate: One of the main problems with the staff is the low payrate that the shop has, paying less money as the stuff deserve after all the hard work done at the shop.
-No rewards: When the shop succeeds in sales or accomplish the regular checks there isn’t any reward at all for the staff. This makes the employers unhappy because they don’t see that the company value the hard work they are doing at the shop.



In this chart I compared the sales of the last 3 years of shop, and it’s reflecting the problems of the shop now.


Alternative solutions:

For resolve the conflict that the shop is having I created an alternatives solution that I’m going to develop and explain.
· More concerned about the staff:
 The base of the company are the employers so one of the basic things to do is give the importance that they have, listening to them, giving them the value that they deserve, having contact with them, chats or forums…etc.
· Improve management and retraining them: I can recognise the weaknesses of the management at this shop and the possible measure is retrain the management and try to improve the way the handle the shop and manage the staff. Using a new program focus in the management and personal treatment of the staff.
· Hire more staff: As we can see the short staff at the shop is creating also a big problem, with the staff and the costumers. Hire should be one of the main solutions of the discontent from the actual staff at the shop.
· Bonus or rewards for the staff: Not all in a company are profits and protocols, we should value the hard work of our employers and reward them, with parties, discounts in many places and congratulating them when they do and excellent job. This is an important part of the company.
· Pay rate more realistic: We also should check the payrates of the employers, and study if its possible to increase this payrate as the performance and the benefits of the shop ascend. Giving the staff this possibility is going to motivated them and make them happier to work for us.

In this case we can use an ‘’IMPLEMENTATION PLAN’’ to analyse the current, transition and future state of the shop choosing one of the possible solutions mentioned before in this report.




Evaluation of alternative solutions using PMI
· Improve the management and retraining the Leaders, Assistant Manager and Manager.

	WHAT IS GOOD	
  	+
	WHAT IS BAD 
	-
	WHAT IS INTERESTING
	?

	Effective management of the shop		+5
	Lose time with the training
		-3
	New knowledge for the company	+1

	Better relationship between the staff		+5
	Re sentiment with the staff for the complains	-3
	Develop relationships with the staff	+1

	Improve the benefits of the company with happy staff 		+5
	No proper benefits because the staff is in training
		-3
	



In this panel we can analyse the What is bad about this idea, also what is bad and what can be interest for our company.
-What is good:
· Is possible to have an effective management of the shop as result of the retrain of the management. 
· Better relationship between the staff and the management, this can be improved by 100%.  After the previous complains and arguments between them is possible to work together and being compenetrated team. 
· -Improving the benefits of the company with happy staff. This ensures a running shift, improving sales and having a good ambient at the workplace.

-What is bad:

· Lose time with the training. This is a bad part of the planning, implementing the solution this problem can cost the lose of time and money to the company, because we are paying the staff to do the training (online training at work or training at the academy offices) this produces a short staff in some times of the week.
·  Ressentiments with the staff for the complaining. After the talk we had with the employee Raul we must talk with the management of the shop and explain the problems they are having. This can create conflict between them, including the fact of someone complaining in the HR offices.
· As I mentioned in the previous point, we aren’t going to have actual profits meanwhile our staff is in t raining, a few months or depending on this case can take more longer than we expect.

What is interesting:
· New Knowledge for the company, this case can help for future reference in similar problems at any of the shops owned by the company. We can use study this solution is effective in order to stablish it in the future.
· Develop relationships with the staff. We should study the possibility of find a brilliant staff that can help to improve the benefits of the shop. For example, if the staff is happy and work hard, we can discover potential person that can grow up in our company, as Leaders or Assistant managers.


Using a plus +5 of good idea, -3 of bad idea and +1 of interest we have the result that this idea is positive as the good idea had more points than the other parts.

Implementation plan:

	Current State
	Transition State		
	Future State

	Poor management 
	Implementing the training for management 
	Better management of the company and the staff

	Staff not properly trained 
And not being productive
	Staff obtaining new knowledge
	Better sales and profits for the company



At the Current state of the shop, we have the poor management. The staff is not properly trained as well and is not being productive at all, we can see it reflected at the shop sales.
In the Transition State we can implement the training for the management with this measure the staff obtain new knowledge, and we improve the quality of or costumer services.
Bringing to the end in the Future State we should have a better management of the company and the staff, with the implementation of the measures the sales and profits for the company will increase.



COMUNICATION PLAN WITH STAKEHOLDERS 


In this report I identify the possible stakeholders in this case. 
The management of the area is managed by different managers of the zone. As we intent to introduce this new solution to this shop we should inform the person in charge of the area of the shop and above. Also, we give them the possibility to follow the progress closely to ensure the efficiency of the plan.
	

Stakeholder communication plan

	Stakeholder
	Power
	Key interest
	Communication vehicle
	Frequency
	Comments

	Martin H.
	Area M.
	Company
	Meeting
	Every 2 Week
	Report of the results 2 weeks 

	Allan M.
	Area HR.
	HR
	EMAIL
	Each week
	Report at the end of the week

	Maria L.
	Area F
	Finance
	Meeting
	Each week
	Report of the financial situation each week





	moodle.uwtsd.ac.uk. (n.d.). 

	
MONITORING AND REVIEW TECHNIQUES:

After a period of 6 months, i followed the progression of the solution implemented in this shop, also the efficiency of the members and management of the duties with the company.
Using Control systems (in this case using current control) to give the management instant feedback. Monitoring the strategy followed to ensure the work done effectively and efficiently. This allows the manager to correct problems as they arise.
I compared the results with other shops that i managed as well and each week I corrected the possible mistakes of the plan.
							moodle.uwtsd.ac.uk. (n.d.). 
	Conclusion:

In conclusion after the study of this problem generated by the discontent of one employer, I decide to create a solution analysing the possible causes of the unhappy staff at the company. 
Creating a plan to solve the conflict, preventing again this kind of problems and improving the profits for the company, I decide to implement it in the company. Following the process and having constant feedback, also checking the progress with the management I could solve the most important issues that this shop had. 
I’m glad I had this experience as student to value the importance of this assignment because before I didn’t have any clue about solve any problem as the matter of workplace. It is wonderful to feel how you can solve a problem that is real and affecting people and be able to use your knowledge to solve it.
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L- Hello Raul my name is Lily and I’m here to listen 

R- hello, I’m from the coffee shop ‘’Pret’ and I’m coming here to talk about the management of the shop and the bad treatment I have now.

This weeks without our manager in charge because is on holiday, I suffered bad treatment from the AM of the shop.

L- So what happened?

R-Well, my job is always at time, I always deliver the best products made in our shop, as same with quality coffees. 

But this AM is putting more pressure in me without reason, apparently, I don’t follow the orders as he want me to do. 

L- Did you try to talk with him?

R- Of course i tried to talk with him and we let him know that is hard to accomplish our deadlines when we have some factors that affect my work, for example when i don’t have the correct delivery or when we miss staff for cutting hours or because some staff is sick, and we don’t get the replacement on time for that staff, and I must cover also that place.

L- Yes, I understand.



R- Also the way he talks to me is rude, and he doesn’t know how to ask for stuff or things he need, he doesn’t know prioritise the things that has to be done and ask for thing when sometimes i don’t have time to do it. I tried to talk to our manager, but I don’t see any change or measure for this problem.

  

Lily-Thank You Raul for telling me the problem you are having at your shop; I will take this case further and resolve the problem.  Thank you.
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Nature of the complex problem





In this small PRET A MANGER . 

The manager in charge is on Holiday and  leave the shop to the Assistant.



This employer is not happy with it.

  Unsatisfying employer is RAUL T.

 The HR in Charge of this case is Lilia M. 





PESTLE analysis of the company



Political factors |  The UK Government has imposed VAT on Hot Food, which has impacted Pret’s profit.

Economic factors | Increase the tax by the British Government that a impacts the overall profit of Pret A Manger.

Social Factors | Changes in demographic structures , and traditional or cultural factors … etc Impact the sales of the company.

Technological Factors | Introducing technology in the business also extra effort in training the staff.

Legal factors | Consumer right policies, inquiries and complain policies, etc giving extra presser to the business 

Environmental Factors | The weather  ( extra hot wave or storms …etc)
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cause-and-effect analysis 









alternative solutions 

More  concerned about the staff 

Improve management and retraining them 

Hire more staff

Improve bonus o rewards for the staff

Pay rate more realistic





evaluation of alternative solutions USING PMI

		WHAT IS GOOD	

  	+		WHAT IS BAD 

	-		WHAT IS INTERESTING

	?

		Effective management of the shop		+5		Lose time with the training
		-3		New knowledge for the company	+1

		Better relationship between the staff		+5		Re sentiment with the staff for the complains	-3		Develop relationships with the staff	+1

		Improve the benefits of the company with happy staff 		+5		No proper benefits because the staff is in training
		-3		



Improve the management and retraining the Leaders, A.M and M.

Good 15+ Bad -9 + Interesting +2 = 8 Positive.





Implementation plan









		Current State		Transition State				Future State

		Poor management 		Implementing the training for management 		Better management of the company and the staff

		Staff not properly trained 
And not being productive		Staff obtaining new knowledge		Better sales and profits for the company
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