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Write a report of 2,000 words, in which you apply recognised
problem-solving tools and techniques to identify and propose
solutions to a work-based problem, to include an evaluation of
possible solutions. Discuss and agree with your lecturer a
suitable problem to be solved which may be drawn from your
current or past work experiences or an agreed situation.

1. 1.Introduction of the organization + Identify complex problem.
2. SWOT analysis
3. PESTLE analysis
4. Fishbone Diagram / 
5. Porter’s five force§
6. PMI technique 
7. Select solution, Implementation plan, Monitoring 
8. Communicate to the stakeholders
9. Organizational control and change
10. Recommendations
11. Conclusion
12. References


1.
The company where I worked is a Coffee shop based in London, in Knightsbridge. The name of the coffee shop is Illy café, it is an Italian brand. Our shop is in franchising, and as the franchising works, we have to follow rules and guidance’s made by the Official brand. We usually have inspections from the Illy house once per month, where they check if we are respecting the Illy’s standards. We always try our best to keep the place clean and efficient as illy wants. When I started working there, we had a really wide staff. We used to have usually nine people working per shift, with table service. There were a lot of staff working per shift, but the shop was always busy, and everyone was working hard during the shift. After half-year I was working there, the owner of the shop, which is also the general manager, decided to avoid the table service and work with the self-service. With this decision, he decided to cut half of the staff. The owner and the manager thought that less people per shift could manage everything. This was the beginning of a series of problems in that place. With a short number of people per shift, it was hard to keep the place clean and comfortable for the customers. We started to receive a lot of complaining and lose a lot of customers. During the busy time the chaos was the reign in the shop, where people were standing everywhere and all our staff where under stress. Our main problem was a poor-quality service, and the causes were lack of staff, incapability to keep the place clean and tidy, incapability to follow illy standard and all the staff working too many hours and under pressure. Also, there were not good communications between employees and management. During the last year the company decided to leave the franchising and goes for its own idea of business, which it might help to cover part of the problems.
2.
 Applying the SWOT analysis, learned in the fourth week of the course (Moodle.uwtsd.ac. N.D.) we could recognize the weakness here are lack of communication, lack of staff, lack of organization, incapability to keep the workplace tidy and clean. The opportunities could be an increase of the staff’s salary, possibility to organize the workflow in a better way. The strengths are the power and capability of the staff left to keep working at the same rhythm as when the staff was wider. The Threats, in this case, could be the employees’ going against the management if they keep taking decision without asking the staff’s opinion.
I think if we want to transform the weakness in strengths, the management of the company should take in consideration the ideas provided from the staff, for example the possibility to organize the workplace as they wish and upgrade the communication within the workplace. Another important fact to take in consideration should be organizing weekly meeting between employees and management, where they can do a report positive and negative points and try to fix any problem with the whole team. I think the owner and the management should work with a different structure organization. I would suggest the matrix organization would be the best one. With this change, the whole team would have a stronger and effective communication, where it would be easier to share ideas and take decisions all together. Changing the structure organization and giving more important to the employees’ voice will be definitely boosting the productivity in the company.
3.
Based on the PESTLE analysis, learned in the fifth week of the course (Moodle.uwtsd.ac. N.D.), the political causes here can be the House Company of the franchising gave a chance to the owner of the shop to change the way of customer service, which was the beginning of our problems.  
The economical and environment analysis are related in this case. The causes were the rent very expensive, the staff was too wide and the franchising rule’s that would not let the management adjust the prices as they wanted to. As mentioned before, the coffee shop was in Knightsbridge, which is one of the most expensive areas in London. The location is one of the best, front of the biggest mall in London, Harrods, between two banks and with a big bus stop located front of the shop. In most of the coffee shop in Knightsbridge, the prices are higher than ours. They have a proper service table and they are making good business. The differences between the business that I am talking about and the other are the cost of the rent and the fact that they are not in franchising, so they can adjust the prices as they like. We also have some coffee shop nearby us that are part of a big chain, so they can afford to sell products cheaper than us, but they do not offer any kind of customer service. 
The social factors that are affecting the business are quite important. Most of the people would like to be served as fast as possible, but there are also people who want to have a sit and enjoy their time at the coffee shop. The differences between these kinds of customers are that the first group is looking for a fast service, while the second one might decide to have a proper meal at the shop, spending qualitative time inside the shop. The first group would probably buy one cup of coffee and leave, keeping their own expenses low. The second group is looking for some nice and quiet place where to have some good time, have some food and drinks, which mean they would spend a good amount of money. The problem of our workplace was that we were offering the self-service, which is mostly attracting the first kind of customers mentioned before. This meant that people who are looking for a nice and quiet place where to spend some qualitative time would not come to our shop, but they will go elsewhere. Another fact that affect the business is that as because we had to work as fast as we can, we did not have time anymore to socialize with the customers with a small talk or explaining and proposing some particular products that we have.
The legal aspect of this problem is that some of the staff had more duties than they accorded to work when they signed the contract. Also, sickness and holidays were not paid. 
Starting from the political and economic analysis, the owner has now decided to leave the franchising company, so he is now free to adapt the prices and service of the coffee shop as he wishes. I think with this change he will be able to increase the incomes. Without the franchising rules, the company will be able to provide a good customer service, which means we might have more of that kind of customers who are looking for a quiet place where to spend qualitative time. I also believe that with the company’s incomes increase, even the staff will have benefits from it. Taking in consideration the environmental analysis, the company has now moved in another street, still in the same area but with less competition nearby us and mostly populated by local people. With the moving in the new location, I believe the shop will not be overcrowded of people, but still there is going to be enough customers to make the business run efficiently. As because the area has changed, even the social aspects should change. We believe that in the new area our customers won’t be the same kind of that we could find in the main road of Knightsbridge. We believe the people will be mostly coming there with plenty of time to spend, enjoying the new environment and having qualitative time with an excellent customer service as support.

4.

FISHBONE DIAGRAM learned in the fifth of the course (Moodle.uwtsd.ac. N.D.): 
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5. 
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6.
According to the analysis reported above, the main problems are coming from the management. Citing my own experience in this workplace, the management should improve their skills and ability attending to some management course. The decision taken from the management to move the business in a less crowded street might give them a chance to manage the stuff and the workflow more efficiently. In the new work environment, even the staff might feel more motivated to carry on the work, it will be a new fresh start for everyone.
After these analyses, it is time to use the PMI technique, which we learned during our lessons and I implemented my knowledge reading a website’s article from Virtuallibrary.info (N.D.). 
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The PMI techniques shows that the solution to move the business in a new environment has positive results, with plus 18 points.

7.
The solution has been implemented already. Taking as references the lesson approached in the eighth week, and using as guide the information found in l Moodle (Moodle.uwtsd.ac. N.D.), the process of implementation has been started already. The plan was to open a new store, where there was any regulation from the franchising, and the management has total control of the business. Furthermore, even the employees had agreed to the new plan. The management seems to have found the right team leader, with clear ideas about how to run efficiently the business. We learned from the past what mistakes has been made. There here has been training and meeting where it has been created an action-oriented plan. The new workplace has been created already, and according with the management, it supposed to be ready to open within one month. The main goal is to have a happy and productive staff, followed by an efficient management group, which it supposed to eliminate all the problems created in the previous workplace. Now the management is monitoring the function of the business organizing training for the staff before the opening. It seems the workplace is working smoothly, and everything should be ready for the opening.
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8. 
Taking as a reference week ninth lesson from Moodle (Moodle.uwtsd.ac. N.D.), it is necessary that the company use an organizational control in a way to manage properly the workforce. With this system, the management will be able to anticipate some problem coming among the stakeholders. Furthermore, the staff need to give as much feedback as possible to the management, and let the manager solve the problem, if there is one. Another important aspect of this system is to take in a good consideration the customers’ feedback, which will help to act in case of some goods or part of service needs to be changed. 

9.
The communication to stakeholders, topic covered in the eighth week of this module, from Moodle (Moodle.uwtsd.ac. N.D.), has been planned already. The primary stakeholders had already approved the plan, after a series of meeting where it has been discussed the operation of the new workplace. It has been decided how to improve the service, how to cooperate more efficiently with suppliers and which area of the business will be the most important. The new store will focus mostly in prepare good and new meals, served with an efficient table service, which it should make the store stands from the competitors. The management and stakeholders have agreed about the price list of the products in the store, and they forecast to have good incomes from the new ideas applied to the business.
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10.
The recommendations that this company can have are to admit all the mistakes have been made in the past, learned from them and be proud to have been able to fix them. Also, keep working in the implementation plan, which is very useful for keeping a high level of management. Another important method the company can approach it would be using all the time there is some issue, the SWOT and PESTLE analysis, because they give a wide vision of the company and help to find the problem, if there is one. The management needs to leads the staff in a way that they will be productive, and the staff needs to work with the managements line, give them feedbacks and ideas that can improve the quality of the service
11.
I think that the problem of the company where I am working might be fixed following the tools and techniques that I learned during this course, and I would be more than happy to show them my opinions about how the can improves the workplace. I had some difficulty to explain the implementation plan and stakeholder’s communication, but I think I made my point with it. Every topic covered in this report will be very helpful in my developing career. I feel I have good knowledge and improved my skills as problem solver. I took most of my references from Moodle because I thought the studying material provided by the school was excellent, and also the tutor had explained all these topics in a really simple and good way that made me understood them very good.
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PLUS = 44

-The new shop will be a fresh start for
everyone (5)

-Management can start with the right
foot (8)

-Working with the table service will let
the employees work more smoothly

-The new shop has lower rent (8)

-The new shop is smaller than the
previous (5)

-Free from any franchising rules (9)

-Employees can get a salary’s raise (9)

MINUS = 31

-Management can fail again (-7)
-Management and employees might
take long period of time before to feel

the new place comfortable (-7)

-Is required a proper training for the
table service (-2)

-The new shop is very tidy (-5)

- Itis still not clear when it will open
(-10)

INTERESTING =5

VIP are living nearby the shop (4)

There is still no tourism, it means
working only with local people (-2)

It can be a new challenge for all the
staff (3)
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Decide to move the
business in a new store

Action #2:
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of staff

Action #3:

Organize training and
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Both management
and staff are satisfied
about this change

The main point here is
to prove to
stakeholders that the
problem is solved

Once the business is
running efficiently, it is
important to keep going
in the same way
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STAKEHOLDERS COMMUNICATION PLAN

STAKEHOLDER POWER/INTEREST KEY INTEREST & COMMUNICATION FREQUENCY COMMENTS
ISSUES VEHICLE
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Once per week

Once per month

exchange of
ideas with
the
managemen
t has been
successful

The
company
kept some
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company
moved in a
shop with
less
expensive
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