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eXECUTIVE sUMMARY

[bookmark: _GoBack]This report sought to find solutions to a number of in depth issues faced by Maesteg Celtic Rugby Football Club, which is the current place of work of the author of this report. One of the issues analysed within this piece was the currently ageing customer base. This provides issues for the club as it limits profitability due to the typically low disposable income of pensioners. Also, profit margins are limited anyway as so many people of legal drinking age are missed when it comes to marketing strategies. It was decided that social media is necessary in order to gain the attraction of younger potential customers when it comes to advertising. Also, the issues surrounding the adult rugby team and their drinking habits were looked into in order to find a solution to the issue that is provided by the disloyalty of the club players and supporters. For example, they stay within the club to drink when there is a free bar, but leave when they have to start paying for their own alcoholic drinks. It is believed that there is a massive window of opportunity in this situation to encourage these customers, in particular, to make more purchases on days when they train and host matches. These issues were looked into in depth using a number of decision making tools and problem-solving methods. One of the decision making methods discussed, but not used to its full extent, is the Ishikawa diagram. This particular method was made popular in the 1960s by Kaoru Ishikawa and is used for looking into all of the possible causes of an issue in order to come up with a suitable solution. Also, The 5 Whys was used to look into two of the three issues discussed in this report. This method involves mentioning the issue and then simply asking why five times in order to find the root cause of the problem. From there, it is possible to come up with a plan for solving the matter at hand. The Six Sigma DMAIC Road Map is also used within this report. The DMAIC Road Map is used by firstly defining the problem, then measuring the size of it. Thirdly, the cause of the problem is analysed. Following this, the issue is improved through the implementation of the solution found. Finally, control of the situation is regained by the company.



1. [bookmark: _Toc496043658]Introduction

This report aims to look at a number of in depth problems faced by Maesteg Celtic Rugby Football Club. Also, a series of problem solving and decision making tools will be used to come up with solutions to the problems. This will include things such as Ishikawa diagrams and the Five Whys. Finally, academic sources will be used to back up the points made in this report.

1.1 [bookmark: _Toc496043659]Report Remit

The author of this report seeks to find solutions to a number of in depth issues faced within her current place of employment. One of the issues looked at will be the ageing customer base. This provides issues for the club as it limits profitability among other things. Also, the author will be analysing the issues surrounding the adult rugby team and their drinking habits. For example, they stay within the club when there is a free bar, but leave when they have to start paying for drinks. It is believed that there is a window of opportunity in this situation to encourage these customers to make more purchases. These issues will be looked into in depth using a number of decision making tools and problem-solving methods. For example, the Ishikawa diagram will be used to look at the smaller things contributing to a bigger issue. Following this, conclusions will be drawn on the appropriate solutions to use to solve the issues within the club. 
 
1.2 Brief background

Maesteg Celtic Rugby Football Club is a club in South Wales where alcohol is served and events are held, including funerals, weddings and christenings. Once the teams have completed their training or matches, they tend to drink in the club as the chairman provides a free bar. The issue is that once the free beer is over, they leave and take their custom elsewhere. Following on from this, the club is currently finding it hard to attract a younger target audience. Also, the author of this report believe that some of the space in the club could be put to better use during the week in order to generate more income.

1.3 Problem Solving and Decision Making Tools

1.3.1 Ishikawa Diagram
[image: ]
Figure 1: Ishikawa Diagram (Dimovski, et al. 2017)
Ishikawa diagrams became popular in the 1960s, with Kaoru Ishikawa pioneering quality management processes in the Kawasaki Shipyards. As a result, he became one of the group known as the founding fathers of modern management. It is considered to be “one of the seven basic tools of quality control.” (Ishikawa, K and Loftus, J. H., 1990) 

1.3.2 The 5 Whys

[image: ]
Figure 2: The 5 Whys (Walsh, 2016-2017)
	
The 5 Whys involves the key figures in a business having a “discussion of the unexpected event or challenge that follows one train of thought to its logical conclusion by asking ‘why?” 5 times to get to the root of what happened.” (Seiter, C., 2014)

1.3.3 Root Cause Analysis

“Effective RCA can arguably be one of the most valuable tools to any organisation.” (Latino, et. al, 2011) Root Cause Analysis consists of four main steps. The first of these four steps is to collect the necessary data. Casual factor charting is the next of the steps in this analysis. Thirdly, the person analysing the data needs to identify the root cause. From there, they can advance to the fourth and final step, which is to recommend, generate and implement. (Rooney and Vanden Heuvel, 2004) 

1.3.4 The Six Sigma DMAIC Road Map
[image: ]
Figure 3: Six Sigma DMAIC (Go Lean Six Sigma)

“The Six Sigma DMAIC (Define, Measure, Analyse, Improve, Control) methodology can be thought of as a roadmap for problem solving and product/process improvement.” (I Six Sigma, N.D.) This method includes five steps. Firstly, the problem must be defined correctly in all aspects. Following this, the problem must be measured. This means working out how significant the problem is to the company. Once this is done, the problem must be thoroughly analysed to find the root cause of it. From there, a solution can be decided upon and the problem will be improved. Improving through implementation is the fouth of the five steps. Finally, in the final step, the company will gain control and will be able to easily manage the situation.

1.4 Problem One: Lack of repeat purchases

Since the club is a rugby club, training and matches often take place. Once these things are over, the adult’s rugby team and the parents of the children’s rugby team often stay behind at the club to drink. While this is generating income, it is all paid for by one of the people in charge of the team. Once this ‘free beer’ is over, they leave and take their custom elsewhere. The 5 Whys will be used to determine what the root cause of the issue is.
hj
Rugby teams and supporters taking their custom elsewhere



Why?
hj

hj

They can no longer access alcohol paid for by someone else



Why?
hj



They refuse to spend their own money on buying drinks



Why?
hj




The prices of alcohol at the club are classed as expensive


hj
Why?


The club increased all prices a number of weeks ago




hj
Why?


The brewery who supplies the club increased their prices





Above is a diagram of the 5 Whys that has been completed as a way of finding the root cause of the rugby teams and supporters taking their custom elsewhere to other pubs and clubs. Clearly, the issue can be traced back to the rising cost of alcohol. The supplier raised their costs at the beginning of the year. While the club attempted to leave their prices as low as they could, they were eventually forced to increase their prices in order to continue making decent profits. While this has a favourable impact on the profitability of products, overall sales have fallen due to consumers not wanting to pay increasing prices when they could easily go elsewhere and find competitive rates.

In terms of a solution, there are a number of solutions which may be suggested to the club. They could attract the attention of the club members, including teams and supporters, by offering a discount of some sort. For example, they could offer 10% off on training or match days. Also, the club could think about offering them a loyalty scheme. This usually means that “discounts and other benefits are given.” (Doyle, 2011.) For the club, this may involve offering them a free drink if they purchase over a certain amount of drinks within a given time period. It could also mean offering players a drink if they score points for one of the club’s teams. In terms of encouraging repeat purchases, this could work as the target audience would be able to see that their custom is appreciated and they would be happy to learn that they can save money.

Another solution to this problem would involve working out the club’s break-even point. Following this, they could run a trial period with cheaper prices which suit customers, but will still definitely cover all costs incurred in providing the products. If this trial run is successful, the manager could decide whether or not they should continue on with the more affordable prices. Failing this, prices could be gradually raised, even they are only raised by a penny or two at a time.

To conclude this section, it is believed that the most favourable of the two aforementioned solutions is the first one. The reasoning behind this is that prices will not permanently be dropped. This means that customers who do not play for the teams or support them will still be paying the current price, which will continue the increasing of profits. 




1.5 Problem Two: Ageing Customer Base

The club currently has an ageing customer base, which of course limits potential profits. As it stands, the younger customers are rugby players and supporters who, as previously mentioned, are more than happy to take their custom elsewhere. This means that, generally, the customer portfolio of the club consists mostly of elderly men. Elderly people generally have a lower disposable income than younger people who are able to work and earn more than the average pension. Therefore, they have a smaller amount of money that they are willing to spend on alcohol in the bar.
To come up with a number of solutions to this problem, the Six Sigma DMAIC method will be used.
1. Definition: the issue in this situation is that the customer base is ageing and therefore limiting profitability.
2. Measurement: while this is a significant issue for the club, it is not the biggest issue they have faced as a business. While the club is making a profit, this issue is preventing them from making the maximum possible profits.
3. Analysis: advertising has not been carried out in a way that targets all age groups above the age of eighteen. Also, the club struggles to encourage repeat purchases from the few younger customers it currently has.
4. Improvement: implementing a plan, such as targeting the younger generation with advertising could improve the situation.
5. Control: the business could gain control of the situation by increasing the likelihood that younger people of legal drinking age consider drinking at the club. Furthermore, the potential customer base would be expanded.
The first solution proposed for this issue is a stronger marketing strategy aimed at the younger generation. By targeting the 18-25 age range with advertising, the probability that the customer base will broaden is increased. One of the most effective ways to target younger people with marketing is to gain a strong social media presence. This would mean using platforms such as Facebook, Instagram, Twitter and Snapchat. “If you want to change perceptions about your company… social media is your microphone.” (Brown, 2012) According to Brown (2012), social media is an excellent way to attract attention to a business and to have an impact on what potential customers perceive the company to be. For Maesteg Celtic, this could mean posting about the friendly and fun atmosphere created at the club, or publishing social media posts on the sports shown at the club which would gain the attention of potential customers. This could include posting that big football games are shown at the club, or that rugby matches are played there.
Furthermore, an introduction of student-friendly nights could draw in students who are legally allowed to drink. The club could put on offers on popular drinks and hire appropriate singers, bands or DJs. Creating a student-friendly atmosphere where drinks are sold with promotions would definitely encourage the students living locally to bring their custom into the club. If this solution were chosen and implemented, the people attending the first few student nights would then advertise through word of mouth, recommending the club to their friends. This would be ideal as it is advertising that is simple for the club and does not cost.
To conclude this section, it is crucial that Maesteg Celtic targets the younger generation with marketing strategies. These include using social media to spread messages and holding student nights where offers are available. Both of these solutions would have a number of benefits for the club, including an increased customer base and a higher profit margin.

1.6 Problem Three: Inefficient Use of Space

The layout of the club includes three function rooms; the hall, the lounge, the bar and the upstairs function room. During the evenings in the week, some of the rooms are used for things including choir practices and Slimming World. However, there are times where the function rooms are not used. This is an issue as the club could be earning extra money by renting out rooms and opening the bar in those rooms. For example, there are a number of suitable uses for each room. It is rare for things like weddings and birthday parties to be held at the club, meaning there is a window of opportunity in this area. The 5 Whys will be used below to find the root cause of this issue.
hj
Function rooms are not put to full use during the week


Why?
hj


They are not rented out for weddings and birthday parties
hj



Why?
hj

hj

Potential customers may be unaware that renting a room is possible




Why?
hj

hj

Advertising does not currently reach the whole target audience


Why?
hj


The main segment targeted by current marketing is pensioners
hj


Why?
hj


Social media is not used effectively to advertise the club
hj




Again, the solutions to this problem involve marketing. The first solution is to use social media to advertise that a number of rooms are up for hire and that there is a suitable room for all functions. For example, each of the function rooms is a different size, two include a stage and one includes access to the park and playing fields outside. This way, potential customers could interact with the club in a new way: direct messages could be used as a way of gaining custom. Getting information about a business is hard, but social media has proved to be extremely influential in the past number of years or so.
Secondly, the function rooms available for hire can be posted online. For example, there are a number of websites, online newspapers and radio stations who are willing to advertise for paying companies. Although this will come at a cost, it is worth advertising in this way as it will more than likely increase the potential customer base and in turn the profit margin. Bridge.fm offer advertising services on a radio which is aired around South Wales, which is an ideal location for the club because people will not have to travel too far. Advertising online will mean that a vast number of people can be easily reached.
To conclude this section, advertising is the key to increasing the likelihood that custom will be generated through the increasing hire of function rooms. Not only will money be brought in through the hire costs, but profits will also be made on the alcohol sold from the bar. Social media will gain the interest of those looking for inspiration for their weddings, birthday parties and other things. Advertising online will cost the club, but it will increase the number of people reached by marketing strategies and therefore will increase custom. Also, contacts could be made with event planners, such as wedding planners, in order to get the chance to be recommended to potential customers.

1.7 [bookmark: _Toc496043664]Conclusion

The author of this report has looked into a number of solutions to a variety of problems faced by her current place of employment. One of the issues looked at was the currently ageing customer base. This provides issues for the club as it limits profitability among other things. Solutions suggested for this problem include targeting the younger generation with a marketing strategy or two. Also, the issues surrounding the adult rugby team and their drinking habits were looked into and a solution was found. This would be to offer promotions and other benefits for the players of the club teams. Currently, they stay in the club to drink when there is a free bar, but leave when they have to start paying for their own drinks. However, this issue may be resolved if there are benefits for players. It is firmly believed that there is a large window of opportunity within this issue to encourage the club’s rugby players to make more purchases. All aforementioned solutions were decided upon and researched in depth using a number of decision making tools and problem-solving methods. For example, The 5 Whys was used to establish the root causes of a number of the issues. Finally, the Six Sigma DMAIC Method was used to look into issues and find a way to regain control of the situation.
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