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This report aims to define, investigate, find alternative solutions, and the most appropriate decision at the workplace. 
This report contains PowerPoint slides supported by speaker notes.
For this case study, team members have been supervised using the indirect observation methodology. 
Working inside this organization and being part of the team, several problems have identified. In this report, decision-making techniques will apply; the most appropriate decision will be made, and the plan of the implementation will be shared with the stakeholders.

Slide 1 – Introduction 
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Slide 2 – Speaker notes
[bookmark: _Toc39061042]Team turnover
A high rate of workforce turnover, the rate at which workers exit a company, will impact companies’ bottom line at all sizes. Furthermore, small companies could face more difficulties due to limited budgets and investments in employees. Although generally, workers who are full field with their employment will not give up on them, high turnover is often indicative of a crisis (Mariam Farooq, 2014). 
Following reasons can cause high team turnover:
· Bad match between job and employees – The requirement for the job is too specific and, employees find that they are overqualified or under-skilled. If workers are under-skilled, they could be trained or request a qualification. In order to reduce bad matches at the workplace, appropriate job descriptions and job analysis could be used (Hom & Griffeth, 1995).
· Feeling of not being recognized – Since workers generally want to do a good job, it follows that they want to be rewarded and valued for their efforts. Even the most experienced person needs to be reminded that it is doing right, from time to time (Chapman & White, 2019).
· Inadequate training – Employees need proper training, direction, and guidance. Extra help in a warm and friendly environment could be helpful. Conversely, the absence of a training scheme may lead staff to fall back on their performance and sense their abilities are decreasing (Brown, 2018). 

[bookmark: _Toc39061043]NPS – Low percentage of the Net Promoter Score 
NPS in Costa Coffee is divided into four essential points:
· Drinks quality – fallow the standards for each drink and food. 
· Speed of service – share the work with the team members, one at the till, one at the coffee machine. and one controlling the floor and tables. 
· Cleanliness – tables to be cleaned in 2 minutes after customer leaves, floor to be checked all day long. 
· Complaints – always meet customers with a smile, friendly and helpful staff. 
According to Brooks and Owen (2013), NPS Model was implemented and published in 2006 by Fred Reichheld’s. The model shows how the managers and leaders could encourage customers, give them importance in order to maintain prosperity and growth. 


[bookmark: _Toc39061044]High food waste 
Food waste is a primary environmental concern, but it is ultimately a profit/loss problem in the hospitality industry. The food waste could be reduced to 50 percent less in the first year of activity witch is approximatively equal to 4-8 percent save in food cost per year if using appropriate methods (Jordan, 2015).
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Slide 3 – Speaker notes
The story of Costa Coffee started in 1971 when Sergio and Bruno arrived in London with an intense desire to make tasty coffee a part of everyday life. They set up a small roastery in Fenchrch Street and dedicated themselves to create the best quality coffee. Costa brother blind-tasted over 112 coffee combinations before sampling one great enough to be a signature blend, called Mocha Italia. The Signature Blend is the ideal combination between delicate Arabica and firm Rabusta beans. The beans are precisely roasted for 18 minutes to maintain their reach fragrance, smooth taste, and hearty flavor. 
In 1981 Costa brothers opened their first Costa Coffee Shop. It was so innovative that Costa becomes the first coffee provider to serve Cappuccino and Expresso. 
Nowadays, Costa Coffee is considered the second-largest coffeehouse in the world, activating in 31 countries worldwide (Dana, 2010).
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Slide 4 – Speaker notes 
Being part of a team in Costa Coffee for more than one year could share my experience whiting the company. 
· Fifty percent discount on any food, cakes, or impulse units.
· Coffee or cold drinks are offered free to staff members.
· Warming and friendly team that will always help and support. 
· Health and safety are a priority, and all teams are trained on how to react in critical situations.
· All Costa teams can enjoy a 25 percent discount on coffee and food all over the UK.
· Every three-month staff are being rewarded with Feel Good Points in their account, which then can be spent on any store. 
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Slide 5 – Speaker notes

According to the last research and statistics made by WRAP (2020), approximatively one-third of all food is wasted. This is equal to 19 bn pounds of economic losses due to food waste in the UK. However, the only Hospitality business is wasting approximately 1.3 bn meal that is equal to 920,000 tons of food (Spring, et al., 2020).
Moreover, the Food and Agriculture Organization (FAO) in 2017 estimated that food waste accounts for a 10 percent global energy consummation solution. 
Furthermore, food waste contributes to climate change, global food security and moral concern as people with low income suffer from hunger (Närvänen, et al., 2019).
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Slide 6 – Speaker notes 

The decision-making process will start with the most appropriate tools, such as Swot Analysis and Porter’s 5 Forces. 

[bookmark: _Toc39061049]SWOT Analysis
Strengths 
A strong brand recognized worldwide
A good relationship with suppliers that reduce the risk of delivery problems
Location – always locate in high traffic areas 
Values employees, turnover is less 60% comparable to fast food stores. 
Opportunities 
Expansion into American and European markets 
Distribution to hotels, airlines and coffee machine installed in stores. 
The market share is expanded by controlling customers’ needs, such as decaffeinated tea and coffee pods. 
Weaknesses 
Unavailability of fresh food. 
Luck of personal involvement and attention to every customer.
Quick decisions – risk on the market. 
High retail price. 
Threats
Rising prices for dairy products and coffee beans.
High competition with other coffeehouses.
Depended on Government commodity rates. 

[bookmark: _Toc39061050]Porter’s 5 Forces 
(fig. 1)
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Porter’s five forces model was implemented in the 1980s, and its scope was a reliable analysis tool that explains why numerous industries face different levels of profit. Five Forces is mostly used to identify company strength and weaknesses, as well as understand competitors and determine a strategy (Porter, 2014). 

[bookmark: _Toc39061051]Costa Coffee analysis 

The company provides the sources of its raw material are primarily from South America’s developing countries, and as a well-known company worldwide, Costa has immense earning power. However, considering that this coffee chain is mostly sold to a single customer, the buyer’s bargaining power is quite small. 
Although suppliers’ bargaining power and buyers’ bargaining power are not the only cause of threat and competitiveness. 
The impact of new competitors for a brand like Costa Coffee is not significant due to the loyalty to the market and devotion to the famous coffee. 
For the threats, the Costa chain should consider Starbucks because this is the most significant threat and competitor for Costa (Porter, 2014).
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Slide 7 – Speaker notes 
Finding the appropriate solution is not possible without finding the root cause of the problem. Implemented in 1930 by the founder of Toyota, Sakichi Toyoda the 5 Why’s Technique helps peel off the symptoms and find the root of the problem (Rafinejad, 2007).
In this case, the main problem is high food waste in stores. To find the root needs to be found the answer for five why’s.
1. Why does the store have high food waste?
· Because of big amount of food delivered.
2. Why a large amount of food was delivered?
· Because manager is ordering food every morning instead of checking the stock and sales. 
3. Why can’t the food capture be checked daily?
· Daily it is possible to check at list sandwiches shelves, but the system will recommend ordering food every day. 
4. Why does the system recommend ordering food daily?
· Because it is created considering high sales and budget, numerous costumers. The shelves should always be full of food in order to attract clients.
5. Why is this store is having losses on food capture?
· Because this store budget is less than average. The place isn’t crowded, no traffic, so not many costumers. Food shelves life is between 3-6 days, and as traffic is low – food waste is high.


[bookmark: _Toc39061053]       Fishbone Diagram 

 Kaoru Ishikawa implemented this method in 1968 in order to define the cause and effect of a problem. With the fishbone diagram is easy to see the problem from diverse ways, the diagram should include at list six factors: Measurement, Equipment, People, Methods, Environment, and Materials (Saeger, 2015).
(fig. 2)
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Problems after the Fishbone diagram were defined in deferent areas. However, not only the shelf life is identified, but problems that were hidden as well as customer preferences, seasonality, promotions, inventory management, and storage. 
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 Slide 8 – Speaker notes 

After finding the problems, root cause, and impact, two solutions are proposed.
The first solution is to implement stock counting everyday only on short-life products such as cakes and sandwiches. This procedure will give clarity on how much food store is needed and how much store is ordering.  
The second solution found is to order products once needed. It means ordering three or four times per week instead of every day and only the products that are missing or have good sales. 
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Slide 9 – Speaker notes
To implement Solution number 1 company needs resources to train the team members. Moreover, this solution requests time as needs counting each product manually, and this can be done only in the working hours. Not list, to implement this solution management need to create a list of products with shelf life that needs to be counted on daily basis. 

The second solution is better because ordering less food for the store with low income could increase the budget and so more hours for staff. Furthermore, placing orders in the evening when it is less crowded could fix the problem of empty shelves and more salles. Customer preferences and a high budget without any resources can be reached this way.
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Slide 10 – Speaker Notes

[bookmark: _Toc39061057]Gantt chart:
(fig. 3)
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According to the Project Planner, the plan that will reduce the waste will be implemented on the first day of the new month. 
This plan will be represented and discussed by all managers and passed to the Area Manager. Area Manager will agree with the planner, and then every Manager will introduce the plan to the team. Assistant Manager will have the most crucial task: analyzing the data and report changes for 30 days. 
Barista Maestros will be trained to count the stock every evening and place orders twice per week. 
Stock counting will be produced by the Assistant Manager and Barista Maestro that are on the shift every week. It will help maintain numbers, reduce the placed orders. 
However, at the end of period of 30 days, the results will be analyzed and reviewed. 
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Slide 11 – Speaker notes

[bookmark: _Toc39061059]Communication Plan is represented in (fig. 4)

	Description
	Frequency
	Method
	Audience
	Owner

	Name of the Communication
	How often it will happen
	Method of communication
	Who will receive the Communication
	Who is responsible

	Project Managers Meeting
	Every two weeks
	Meeting
	Managers
	Project Manager

	Stakeholders Update
	Monthly
	Email newsletters
	Stakeholders
	IT

	Team members Meeting
	Every Sunday
	Meeting
	Team members
	Assistant Manager

	Contribution to newsletter department
	Quarterly
	Section of newsletter
	Wider development
	Project manager deliver to newsletter organization



The Communication plan will be delivered to stakeholders. 
Managers will have meeting every two weeks, and the responsibility for this meeting is Project Manager.
Stakeholders will be updated monthly via Email newsletters, and responsible for this communication is IT services.
Team members will have meetings every Sunday, responsible for meetings is Assistant Manager or Manager.
The newsletters department will be updated quarterly by Area Manager and directors.
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Slide 12 – Speaker notes 
 
To monitor and review the data the Manager should provide the opportunity to motivate, reflect, correct and plan the team. Team leader developed an approach that will optimize the result: 
Evaluation and monitoring – the tasks were distributed clearly, each team member knows what data should be collected, and in what period.
Decision making – teams are being motivated to take responsibilities and accurate decisions.
Reflect and review data – reports are not good enough because of row data. Teams will be encouraged to share their thoughts, questions, and reflections. 
After one month of monitoring at Managers Meeting data was analysed and reviewed. New Plan of stock counting, ordering two times per week and monitoring the process showed results. 

[bookmark: _Toc39061061]Slide 13 – Conclusions
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Slide 13 – Speaker notes 

Within one year of indirect observation in Costa Coffee, several problems were defined. The problem that has significant impact on the stakeholders identified as high food waste was analyzed. 
Solutions to solve this problem were proposed, and alternatives were found. The plan of implementation was shared with stakeholders and implemented with a convincing communication plan.
Considering the approach and hard work of all the team members, the plan gave excellent results. 
In first month of monitoring the store descent the food waste with 8 percent that is equivalent to 500 pounds in food cost. 
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* Costa Coffee is the second largest coffeehouse chain in the
world.

* Founded in 1971 by two brothers Bruno and Sergio Costa.

* First store was specialized in blending and roasting coffee
beans.

* In 1995, Whitbread bought the company for £19M.

* Since the company growth to 4000 restaurants worldwide.
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SOLUTIONS TO MINIMALIZE THE IMPACT
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* Managers Meeting

® Area manager discuss the Plan with Directors

® Managers create a meeting with stuff members
®Every Sunday results are being reviewed

® Checking responsibilities and report — every day
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