





Table of Contents 
INTRODUCTION ....................................................1
The workplace Problems ................................... 2
ROOT CAUSE ANALYSIS ..................................... 3
APPLYING SITUATIONAL ANALYSIS MODELS....... 4
RANGE OF ALTERNATIVE SOLUTIONS.................... 5 
EVALUATION OF ALTERNATIVE SOLUTIONS ....... 6
IMPLEMENTING THE SOLUTION ........................... 7
CONCLUSION ........................................................ 8
REFERENCES .........................................................9






Introduction:
A lot of businesses go through many different issues whether it is at the beginning or even if they have been a few years in the market. Some of these most commons issues businesses are most likely to face are staff turnover, decrease in sales, conflict in the workplace, inappropriate management, low level of discipline etc. This report is about Esquire's coffee and one of the most problematic issues it is facing in one of their branches across the United Kingdom.


The Workplace Problems:
Recently the branch in Northampton has been facing some internal issues and one of the main problems they have been dealing with lately is that they have noticed a decrease in sales. As it was noticed from the P&L calculation sheets, their profit has started decreasing consistently since 2019. Every year, there seems to be a constant growing rate of decrease in their sales, and they have not been quite able to increase their sales or find what the cause behind that might have been. Usually, when businesses suffer from a decrease in their sales, there several causes affecting that. The most common causes are, a not well liked change of products by the customers, ineffective marketing, sudden changes in prices or maybe in some cases even a change on the staff. 
However, this situation has brought about some difficulties for the business. Since there has been a lower rate of sales compared to all the other years, they have struggled paying off their bills and keep up with any other expenditure. This branch is not contributing to generating profit for the organisation, rather it is starting to cost the organisation. Despite this fact, without identifying the root cause for this issue, the branch will not be able to find a solution to prevent this problem from happening. 



ROOT CAUSE ANALYSIS:
Every problem arises because of one specific cause or several different causes. All these causes contribute to the appearance of this issues. The first step before solving a problem would be to look at these possible causes and analyse them in order to find out which led to this problem. 
Having a look at their records, there might be four causes that resulted in this outcome. According to their records, Esquires Coffee might be dealing with a decrease in their sales due to the fact that they have introduced sudden increases in their prices, the staff has been changing constantly, their marketing team is incapable of creating an appropriate and eye-catching campaign and lastly, their recent product launches do not seem to appeal to their customers. 
The first cause which was identified, was the sudden increase in their prices. In relation to their menu, the prices which they had in the old menu in comparison to their new menu have had a dramatic change. This change not only might have disappointed their customers, but also it might have given their competitors in the market an advantage. When it comes to prices, customers are very likely to switch to a substitute which will offer them the same quality but for a lower price. Therefore, this might be a cause which has indicated in their decrease in sales.
Furthermore, another cause which was identified, is the consistent change of their staff. Having a constantly changing workforce, encourages the thought of managerial issues within the business, according to customer’s perspective. Customer’s awareness has been increasing in these issues and they tend to support more businesses who have the same staff for a long time. Another thing is that the new staff, might not be able to keep up with the service the old staff offered. It might be due to the fact that they are not familiar with the customers, on the other hand, customers feel more welcome in businesses that know them and their preferences. 
In addition, one more cause which was brought to attention is that their marketing team is ineffective. For example, they intend to reach out to younger generation, however, they do not advertise on social media, where they are most likely to learn about the business. Also, their marketing does not include about any offers or any new product launches, by making the business less appealing. Their marketing seems to be missing on some points, which make it another reason for resulting in the decreasing sales.
Lastly, one more cause is that the new products which they have launched do not appeal to their target audience. Apparently, their latest special pancakes collection was not popular among their customers since they described them as unhealthy and quite costly. It would be better if they did a survey or gave a few samples for their customers to try before adding them to the menu. The ingredients for this product are an additional cost for the business, and they also have a high cost, considering that most of the products are imported from outside of the country. Therefore, this collection has costed the business and has led to them making a loss.
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Applying Situational Problems:
There are some tools used to analyse the problems regarding a business. The most common tools are pestle and swot analysis. Pestle analyses the external factors regarding a business, whereas swot analysis includes both internal and external factors. In this case, the tool which will be used is swot analysis. Swot consists of the strengths, weaknesses, opportunities, and threats. 
Strengths identify the factors which a business is developing well. Esquires Coffee is known for providing a high-quality coffee, since they import their coffee. This makes them distinguished across their competitors, for providing high quality. Furthermore, they have produced environmentally friendly cups, which makes it another distinguished feature, as awareness on environmental issues is becoming more and more discussed. Lastly, undeniably the branch has a good design which makes it comfortable for their customers to work on something, read or even study. This makes them have an advantage across their competitors.
On the other hand, the business has some weaknesses along with the strengths. The most crucial one is their competitors are in the same area. Coffee shops such as Starbucks, Costa, or Pret a Manger are located nearby, which are well-known businesses and customers might easily switch to them. As mentioned, their competitors make them less popular compared to them, which is another weakness. Their brands are more famous compared to Esquires Coffee. The last weakness would be that they hire staff on a constant basis, which makes it harder to provide efficient service, since the staff has not adapted to the working culture yet. Some of the opportunities the business might have been that they are trying to diversify the business because it is the only shop that provides healthy ingredients and they can have provide healthier menus. Most important one about the threats is that the prices of imported coffee beans and other supplies might be costly which has an impact on the revenue of the business 
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Range of Alternative Solutions: 
There might be a number of solutions that contribute to this problem some of these could be finding alternative products with lower costs, provide budget friendly scheme, or advertising their business more. By finding alternative products with lower costs, the business will be able to lower their expenditures which will contribute to their increased revenue. Secondly, by providing a budget friendly scheme for their customers, can lead to attracting more customers due to their decrease in prices. Lastly, by advertising their business more, they will be able to spread awareness and attract customers, which will increase their sales. 


Evolution of Alternative Solution:

Alternative products with lower costs 
Buying the products for a business can be as important so as struggling. Now, with Brexit and the cost-of-living crisis in the picture, it is an issue purchasing those products, since it affects the budget of the business. Therefore, by replacing them with cheaper products can generate the income. However, by replacing those products can really affect the quality of the products that the company produces. Customers might not be keen on this change, which could risk their sales even more.


Provide budget friendly scheme:
Consumers, in general, are more likely to be loyal to a business with better price ranges. Esquires Coffee is known for offering good quality products; however, it is also costly. Lower prices might attract more customers, which will increase their sales rate. On the other hand, by lowering their prices, they might not be able to cover the cost of purchasing their ingredients, which are known to be expensive. This could really affect their revenue and ability to cover the costs of their business. 


Advertising the business:
Most businesses are known to advertise the business or their products to increase sales. This spreads the awareness to their targeted audience, by increasing the likelihood of encouraging them to try their business. Also, it is not very costly for businesses since it can be done through social media platforms, which spread information as efficiently as other means, but also quicker than the other marketing means. However, it is also with high risk that it might not reach out to their targeted audience, making their advertising not being considered. 


Implementing the solution: 
The best solution will be marketing because it is less time consuming and less costly. 

ADKAR Chart 
Awareness: In this point it needed to inform the employees of the decision and give them the opportunity to ask anything related or suggest to it. This stage must be completed before implementing the new plan.
Desire: Few employees reactions to this decision made and let them know this is beneficial for the whole team. Explain to them that this will lead into an increase in sales which could potentially lead to them getting a pay rise, according to the plan.
Knowledge: Provide the employees with training and advice on how they could help in marketing the business. From this they can notice the skills that their employees lack. 
Ability: After realising the skills they lack it is time to schedule practise to see how they will respond to it. By viewing their performance and providing constructive feedback they will be able to do better. At this point it will be good to set some smart goals so it will be good to know what they are working on. 
Reinforcement: Analyse the changes made over a period to make sure that it has resulted in increasing sales by using rewards positive feedback and job recognition to the employees it can encourage them in trying to keep up with the new strategy and continuously contribute to the business goals. 


Conclusion:
In conclusion, it is important to understand the nature of the problem before making a strategy on how to solve it. Despite the fact that there are many different solutions, without understanding the root cause of that problem it is very unlikely to find the best solution. The marketing would be more appropriate because due to the rates shown it is the most likely to solve this problem without causing any other problems. 
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Strengths Weaknesses

* High grade Arabica Coffee Beans * More popular coffeeshops in the area
* Expertly-designed and labelled cups * Less popularity and reputation
and mugs to suit modern taste compared to others
* Mediterranean-design which is good * Consistent new staff
for study, lounge and leisure * Shop smaller relative to competitors
Opportunities Threats
* Opportunities to diversify * Alot of competitors in the area
* Create a powerful marketing * Prices of imported coffee beans and
campaign other supplies may increase
* Achieve a higher target audience





