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Introduction
 Dcup is a new coffee shop based in London, which was built from the ground up that focuses on delivering exceptional coffee to their customers. Located in the heart of Soho they are open 7 days a week, providing the perfect place to hangout, while enjoying the best coffee and cuisine in the city, all this at affordable prices with free on all deliveries. 
Their mission is to deliver a breath-taking hospitality experience, through their service of high quality, organic food that is grown locally. The company has unique high tech relaxing lounge and free WIFI. A cosy, relaxing environment. Dcup’s vision is to get attention of Londoners everywhere and become London favourite coffee shops.
Their high- tech detailed sensor system that lets customers monitor and control their table features and orders. When customers arrive, they are given a pin that interacts with sensors all over the building. The building uses its natural surroundings to reduce heat loss, plenty of atmospheric lighting, the chance to buy tea, indulge in healthy food and some of the of the best quality coffee in central London. Speakers are hidden behind wallpapers which allow the music to follow you from room to room. 
Dcup is open from Monday to Friday 08:00am-17:00pm
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 (
“
At D
’
 Cups, we aim to create a relaxing atmosphere for our customers, in order to allow them to 
feel comfortable and enjoy the best coffee in town
”
)
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Problem Identifications:
Businesses invest a lot of time and resources to make sure the company is successful Dcup are no different; the coffee shop management business is competitive and can be filled all sort problems.
Having the right balance of the menu is important for all restaurants or coffee shops. By having a limited selection you might not generate enough sales or customers for the business to survive. 
Dcup located in an excellent part of London a very comfortable restaurant, truly unique in its design with twenty first century facilities and environmentally friendly building. Problems are common in every organisation; a method developed by Dr Ryuji Fukuda Fishbone diagram also known as Cause and Effect Diagrams was used to identify the possible causes of the problems at Dcup and how to get the right people to resolve these issues. Getting at the root of the problem using Fishbone diagram as depicted in the illustrated example below. Thus, using methods to identify the problem within the organisation or a particular sector. The first problem found, was with the menu. It is too limited with very little options; therefore this will not generate enough customers for Dcup to continue to compete with its local competitors. Using the porter's 5 force model to analyse the extent of the five important factors in a particular trade. Recognizing where the real power is, makes it easy to solidify your position of strength and addressing potential weaknesses, by preventing the problem in order to determine the market attractiveness.
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The cafe industry is very competitive as customers have more options than ever before. So it’s easy for them to swap one coffee shop for another without penalty or charge. This is normal, given the abundance of coffee shop available in London like Starbucks, Pret A Manger, Costa and other local urban coffee shops. People are looking for good value for their money. Dcup's revenue relies on customer traffic. 
The Dcup's limited menu is not inclusive enough; there is no gluten free, no milk alternatives like Soy, skimmed milk, almond, etc...  There is no decaf option on the existing menu. This will lead customers to go elsewhere for coffee this would give their competitors an advantage.
The threats of new entrants are great, given the low entry barriers required to open a coffee shop in London. The product contrast in coffee shops is difficult given that most of them provide good quality coffee and good quality service.
The supplier's influence or power is very low. Many coffee shop owners face this dilemma when starting up or changing to new suppliers, you want a supplier that very reliable and provide good coffee, in this industry there are many to choose from.
Threat of buyers.
The buyer's have the greater power as mentioned earlier, there is not cost or consequences for customers choosing one coffee shop to another. Given social media, internet the options are endless, well informed customers needs to see a variety in the menu options that will attract them to Dcup. People are searching for a coffee shop with a selection of fine food and drinks at a very good price.
Substitutes
Depending on the product that is being substituted, the pressure from competitors that offers substitute items on their menu is strong, therefore customers will notice the difference in the options or the lack thereof. An easy substitution will weaken Dcup position in market despite all the other good going for it.
Problem2
Inventory.
It’s really important to keep track of your inventory. The other problem Dcup seem to have is that the coffee shop keeps running out of things certain ingredients like milk and other’s by not keeping track of its ingredients usage in the provided menu, this has led a shortage in supplies, leaving frustrated customers to go elsewhere and therefore losing the sale. Something that can definitely be avoided. There are not enough supplies in stock at the moment and a problem with the ordering process was also identified. 
Pestle is an analytical tool to understand the effect of an external issue.
6 factors that can have effects on the business. POLITICAL, ECONOMIC, SOCIAL TECHNOLOGICAL LEGAL AND ENVIRONMENTAL. Using pestle analysis of Dcup. The constant uncertainty about Brexit along a potential global economic recession has affected the macroeconomic environment that Dcup function in.
These uncertainties have hurt Dcup's suppliers. 
The company wants to follow the social and environmental norms and fair trade practices. Another aspect that could affect the company is the fact that in some developing countries where Dcup buys its raw materials have had increasing political and social unrest through protest and other form of activism.
Other factors on how Brexit may impact Dcup supplier are tax implications and local currency exchange rates, making ingredients more expensive this would affect its spending power.
In some cultures people are likely to consume tea instead of coffee which brings back the having more options on the menu problem.
The advancement of technology means that coffee machines are becoming cheaper to buy. Dcup's potential customers or targeted customers can simply make their coffee in their own homes or at their place of work. If the local coffee shop keeps running out of supplies. It would only be a matter of time before the word goes around this could effect Dcup reputation for a long period time. 
The coffee industry is strongly affected by environmental factors due it relies on harvest of coffee crops, these can be subjected to earthquakes, hurricanes, droughts, and poor harvest all can have an effect on the amount of coffee beans becoming available, that in turn would make the supply of coffee much harder and more expensive.
Finally the biggest problem facing Dcup is customer service, there has been some complaints about the overall service, some customers have complained about waiting 16 minutes to receive their orders and some about the delivery time, it takes up to 45 minute for orders place online to arrive some of the delays are customers found it hard to place the order online, given that Dcup prides itself on delivering locally that is really problematic. Customers are complaining the service is too slow which brings Dcup's competitors into play,  that is why a  short swot analysis to properly understand what can contribute to the low quality of service. SWOT stands for Strength, Weaknesses, Opportunities and Threats.
Dcup strengths: the quality of Dcup coffee is good, the atmosphere and high tech decor making Dcup really unique coffee shop. Located at the heart of Soho, location is strength of Dcup that attracts young professional, tourists and shoppers. For all customers based organisation how the service is delivered is very. Keeping customer happy will have them keep coming back, but it is rare that a customer will keep coming back through poor repeated experiences. When a goes the loose does not just stop with that customer, you also lose the potential customers through word of mouth that unsatisfied customers could provide. In same way new customers look out for a new place to recommend to people they know, potential customers will also avoid a place that they have heard firsthand about how poor the service is.  Attracting new customers is much more difficult than keeping valued ones; therefore Dcup can't afford to lose customers on something that can be addressed rather easily. 
Delays in the service that Dcup provide will result in the shrinking of customers. This in turn will lead to a loss of revenue. This can also damage the company's reputation if no effort is made to improve this situation.
It’s affordable and environmentally friendly.Dcup environment awareness uses solar panels to help generate power when possible, an Eco friendly product is another positive, with great employment opportunity also a good thing.
Weaknesses as highlighted earlier limited menu, inventory waste and poor customer service which lead to zero customer loyalty which brings us to its threats; 
A crowded market, customer behaviour, political change or regulation has an effect on their suppliers. Being aware of your Swot analysis as early as possible to give you some room to be successful this competitive market. 

Solutions:                                                         [image: ]
Striking the correct balance of the menu can be difficult; too many options and people are overwhelmed. Limited options customers are less satisfied and can decide to go elsewhere.
Starting by introducing new digital menu board that will blend with Dcup modern high tech atmosphere, featuring daily promotions and special offers that will persuade customers to try the new bakery items and desserts having a wide range of coffee like espresso, latte, hazelnut, vanilla cold coffee, mocha, cappuccino and more. Regarding customer delays is to identify the number of staff needed to cover each shift to balance during speedy service times. 
Applying the ADKAR model to change D cup's limited menu, inventory waste and customer service delays will smooth the process into a basic yet important elements and how people within the organisation will experience the change.
First the most important thing to know about the ADKAR model is that change happens in a process not in one scoop. And can be difficult to understand. The benefit of the change is not always seen by everyone within the organisation. The model has 5 continuous processes Awareness of the need for change here is where the management team at Dcup will play a vital role in making sure everyone understands the need for change. Especially those in leadership roles must remember the importance delegating (Hersey and Blanchard, 1969. Sharing the workload according to each member’s strengths is can reduce stress (Belbin, 2003). At the same time making sure they  understand how crucial the change is and that leaving things as there are could mean, the business is losing money and employees could possibly lose their job if the is implemented. By taking the initiative and speaking with members of your team about the changes throughout the process this would ease implementation of the change you’re trying to input within your organisation a potential ice-breaker (Morgan, 2017).
Desire to support and take part in the change. It’s important that everyone strongly wants the change to happen; this can be done by explaining the negative effect if the status quo is maintained. That there will be benefits for individuals within Dcup that will benefit greatly in terms of job security or even higher wages, this will give those reluctant to the change the motivation they need in order to feel that sense of belonging. (Rawat, 2014).

Knowledge of how to change and  the Ability to change is an important part of ADKAR; People need to know what they are doing or how to change, this will done by training staff on different customer service techniques.  Setting ordering machine with USB plugs around, shop for mobile digital appliances that customers can use. Adjusting counts for orders placed online by Dcup customers. Having a POS system to keep track of ingredients used in the menu, setting up an inventory software to to get an accurate up to date counts of what is available. Perhaps in addition to installing apps on some of the company used devices, ensuring enough supply are kept for future use. The good thing about ADKAR model is the difference between theory and practice.
When knowledge of what needs to be done is understood, people must be supported through the actual practical process of the change. In team development stages this will be the norming of the team development (Tuckman, 1965). Reinforcement to sustain the change this can be done by making decisive swift actions, providing positive reinforcement by collaborating, compromising and accommodating (Thomas and Kilmannn, 1974). Supporting, coaching and directing the team in a positive manner, rewarding and recognizing the individual’s hard work while celebrating success. (Hersey and Blanchard, 1969). This can also be Divided into 3, current state, transition state and Future state.
Kim De Jong often used the phrases that together everyone achieves more, When working as an individual person you can often work overtime or have to come to work an additional day in order to accomplish your task, this would result in being stressed and overwhelmed but if you introduce effective teamwork, the tasks would be distributed fairly and evenly across employees reducing the workload.  When interacting with one another we tend more incline to learn and adapt to new skills and techniques. Solving the issue becomes easier to tackle when there are more heads to think about a solution, this enables quicker and easier to overcome obstacles. Employees tend to be more motivated when they feel a sense of belonging to the group, as they can relay and encourage each other to perform better towards the company goal. Cultural and language differences are common in team projects. The effect that cultural differences may have on the effort to actively understand and accepting their differences is far less effective than people actually believe it is. (Robey et al., 2000, Powell et al, 2004), McDonough et al., (2001). Established that project management challenges such as setting goals, budgets, schedules, and resources were important to distance between team members rather than the cultural differences (Powell et al., 2004, p. 9). Those benefits will give rise to the productivity, by creating healthier and a positive working environment. The Belbin's (Belbin, 2019) team roles would allow the management team and understand the strength and weakness of the group. This would help with the feedback and monitoring process.
Identifying and creating a more attractive menu with a more balanced option like gluten free, fish, tuna pasta different toppings on pancakes like bananas, gluten free cream etc.. While matching the prices of their competitors will provide a more appealing selection than Dcup's competitors given Dcup a better exposure, this would help maximise the profits and minimize losses.  
Alternative solutions:
Identifying the correct menu by having small, short surveys asking what people would like on their sandwiches and pancakes, getting customers to choose their own ingredients.
Initially people might not like the options or may want something completely different, using customer's feedback to improve the menu, perhaps offering free drinks for those participating in the surveys. Settings up a reward system for repeat customers to keep them coming back to Dcup. 
Collecting the data, analysing the data, interpreting the data, representing the data and making a decision. Using discount and promotions to attract repeat visitors.
Dcup should consider making a wider range of drinks, like milk shakes and coffee blend from more ranges of beans. Perhaps having a selection of pay and go sandwiches on the menu. If their customers come with their kids, they can include a small selection of kid-friendly food and drinks 
Installing a program that keeps track of inventory quantity and then pre-order the supplies before running out will prevent inventory losses.
Using the 80/20 Pareto principle to for more productive ways to identify where else Dcup can improve. The 80/20 rule suggests that sometimes 20% of your efforts can impact 80% of the results.
For example, this could mean that 20% of employees on the team can bring 80% of Dcup's productivity; this analysis could give senior management the tools they need to maximize productivity and reducing the workload.
This would help in identifying the source of the problem, making fast and easy for customers to order what they want. One solution could be hiring more staff to cove during busier times this would help get through the rush with ease at the same time making a tremendous difference to the waiting time. Having transaction options like alternative pay, such as PayPal, Android pay and Apple pay will facilitate the payment process which would reduce the waiting times. Dcup can install a tracking system to give customers real time visibility on their delivery.
Implementation:
Implementing changes as shown earlier can be a challenging process
it starts at the top with leadership effectively communicating the change like changing pre-ordering and online tools to a much faster ordering systems that is user friendly. Settings up a POS program that can give real time feedback on what's selling well and what is not and using the feedback result to apply what works well. Updating their website with a simple yet user friendly website and introducing an app and removing an unnecessary feature on the website. Replacing out of date technology, eliminating waste, cutting unnecessary costs. Providing the Dcup staff training on customer service using new techniques motivational ideas. Having sufficient about of personnel during peak hours ease the queue especially at lunchtime.
On inventory having a multiple suppliers in a single location, making sure that the ordering process is not too complicated and those doing the ordering are well trained and equipped to perform this process. Evaluating any skills gap that employees at Dcup have and providing them with training opportunities where deficiencies exist.
VRomo is software that can be used to manage deliveries for the restaurant. Easy for drivers, easy for customers and easy to manage with a driver app added part of the options available on iOS and android, allowing for smooth connections between Dcup and its delivery team. This also allows the customer to oversee the whole operation from the beginning to delivery arrive at the desired location.
Feedback and Monitoring:
Monitoring the quality of the change and implementation across the organisation relating the menu changes, inventory loses reductions and implementing a faster yet good customer service procedure. 
360 feedbacks to monitor progress within Dcup. Starting with the marketing team(feedback receiver) direct reports, Dcup delivery staff, senior management, customers, optional participants, and other members of staff from Dcup.(peers) this covered range of different situations. Also, using the digital and physical surveys to address highly identify what ingredients customers would like to see added to the new menu.
Using a Gantt chart to monitor the timeline of the project and measurement of the key performance indicator or KPI. Checking profits and the team performance. 
2 months since the implementation in early July sales at Dcup have almost doubled as shown by the chart below.
         Charts showing profits since the implementation of the new ideas in July.  
At the start of this process there was some resistance to the change, some of the members of Dcup kitchen staff were not motivated at first, but using the IQ or intelligent quotient to evaluate what motivated them, finding out what was important to them as the saying goes “people work for people not the organisation”. Recognition cost nothing this adjustment was applied. Another problem some were feeling that there was not much room for individuals within the organisation grow. They are more interested in career growth than financial benefits. This was related to senior management and appropriate action was taken, like offering them some career development opportunities or progression with Dcup and offering flexible working hours. According to Leonard, K (2018) when people collaborate or planned to achieve a particular goal together, problems are normally part of the process, there’s bound to be disagreements in groups setting and things rarely go has planned. By making these adjustments to satisfy its employees as allowed the progression of the change of menu and customer delivery has greatly improved, but not everything implemented as had complete success, for example the change relating reducing inventory losses can be improved although progress has been made there is still room for improvement. Overall the company is going in the right direction, but there is still room for growth for Dcup to truly fulfil its true potential, like expansion of the brand or competing in multiple locations.
 
Stakeholder communication:
[image: ]

The shareholders at Dcup are a very small group that has invested their own money within the organisation some include senior management. The board meeting was scheduled to communicate the plan to the stakeholders about the changes that were needed to maximize productivity and profit while reducing losses and cost. This took place in conference, meeting with a presentation explaining the material and they were given time to review the findings. 
Explaining different methods or outcomes if the status quo is maintained regularly keep them informed throughout the process.
These plans and changes received a positive feedback from the shareholders, the shareholders, employees, baristas, suppliers, customers, business partners like insurance companies, and governments for tax implications, and legal compliance.


Conclusion/Recommendation:
In conclusion, there are many different methods and solutions that can be implemented within Dcup to resolve its problems. The main thing to consider is usually the cost how much will each solution cost to the company and is it cost effective could cheaper alternative be available.
Starting with the menu there are a few solutions mentioned but the 
Digital menu is a great idea to generate buzz in comparison to previous menu with only a select items on it. Getting the opinion of its customers regarding newly added items on the menu can have positive effects on sales; this would also allow Dcup to prosper by having better options chosen by their customers.
On the delays of the delivery or queues the solution to hiring more staff to solve this problem is not entirely clear, although having extra staff cuts down waiting times, but there is a potential opposite effect it also can reduce profits by increasing labour costs. The best way is to identify the number of people you would need for each shift to balance during the busiest periods. And lastly having a POS system to keep track of the inventory should reduce the loss. 
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