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Define a complex problem in the workplace, including its scope and impact.

JJ’s Café opened at the beginning of February 2022, offering a full menu of home cooked meals, snacks, drinks and deserts. An eat-in, collection and delivery service with the demand for deliveries increasing, I now require an extra member of staff to share the delivery load. The issue that I’m facing is that deliveries are taking 20-25 minutes based on one delivery driver available. Although a percentage of customers live locally or have access to vehicles, deliver service has been the biggest source of income due to popularity and the distance range the business covers.
I structure the deliveries based on area, grouping together to try to deliver as quickly and efficiently as possible. When looking at the scope and impact I can see that it’s the profit of the business that will be affected along with customer satisfaction and potential returning custom. Poor service can lead to negative reviews which can be detrimental to the success of a new business. 

Analyse information on the identified problem, to help inform the decision-making process

I used the method of Mind Mapping, created by Tony Buzan (1974) to analyse the scope and impact and identify the route of my problem. It allowed me to find solutions to resolve the matter and identify the route cause. The method of Brainstorming was founded by Alex F.Osborn (1938) which he developed for creating problem-solving methods. 




























Potential solutions and factors
to the issue in question:






















Using these methods of Brainstorming and Mind-mapping, I was able to look at potential solutions to the problem and weigh up the pro’s and con’s to the business. To be able to visualize it gave me a clearer understanding of how I could overcome the problem. I went on to use the Five Why’s method which was created by Sakichi Toyoda in the 1930, founder of Toyota industries. The goal of using this technique is to repeat ‘Why’ five times until the underlying problem is resolved. Methods such as these are often used in manufacturing, quality management and business improvement strategies. Typically asking Why five times you can identify the main problem and delve deeper into “Why did this happen?” then provide an answer. Aristotle suggests “That proper knowledge is knowledge of the cause is repeated in the Physics: we think we do not have knowledge of a thing until we have grasped its why, that is to say, its cause.”

Why? To question why five times and ultimately reach the cause. 
Who is this affecting? The success and profit of the business is 
What effects is it having? What is the impact? What could we do to fix it?
When did this begin? When does the issue happen? 
Where is the problem? 
Why did this problem happen? 

The root issue I am facing is lengthy delays in deliveries due to lack of staff available. Due to being a small run café when starting out, the number of staff seemed to cover the amount of work but with customer rate growing weekly it is acting as a barrier to the success of the business. Due to cooking all deliver meals fresh to order along with the customers inside the café, it will add a small amount of time onto the process due to food not being pre-cooked in anyway. I prefer to cook fresh to order due to standard of which the food comes out at. I personally can tell the difference if certain foods have been pre-cooked and also the way In which they were cooked.

Propose a range of alternative solutions to the problem.
Through analysing the situation I was able to identify the factors that are acting as a barrier towards the success of the business. My plan for overcoming this issue is to look at all options, weigh up the pro’s and con’s, analyse the effectiveness of the solutions. I had to look at the most efficient way to run the business and what changes that would entail in the future. I had to decide if these changes were realistic and practical to put them into reality going further. A delay in delivery service in a food business can have a detrimental impact on customer satisfaction and return. The 

To guarantee deliveries in a timely efficient manner I could hire more staff members to manage the delivery load at peak times.

Batch cook for meals that are popular and in demand for efficiency. 

Adjust and manage the delivery radius for the business. This would undoubtingly lose customers for the café as although we are based in Taibach, other customers come from further afield where we are not as accessible. Local customers are more likely to eat in at the café rather than delivery due to living so close. 

To manage the kitchen better, a system of allowing kitchen staff and delivery drivers to have a real time tracking, For example through an App or location share. This can help speed up the orders and prioritise to avoid delays and customer dissatisfaction. 

Track the traffic locally and adjust delivery services around that, avoiding peak times such as school times/rush hour. These times are a big barrier for the business as it causes a high demand of traffic on the roads and therefore causes the delays in delivery times. 

Enrol myself and staff in regular training to ensure that our skills and training certificates are up to date, but to allow more room for growth and confidence in abilities when in the kitchen. Extra training will be costly for the business and will be time consuming which is not always possible.

Menu changes and adjustments such as creating a specific menu for faster delivery. For example, this could be, Sandwiches, Rolls, snacks. These would be items or meals that have a shorter preparation time needed.

Offer discount rewards to customers for choosing collection, or for ordering during specific hours.

Set realistic time expectancies for customers, keeping customers up to date and having a service where they can contact you directly as their delivery driver.

Adjust the opening hours of the café. Potentially open earlier in the morning to allow extra time for myself and staff to prepare for the day ahead. 

Limit/Remove Just-Eat service. This would mean that the café would then only be available for eat-in, collection and deliveries that customers phone the café directly for. Allowing the business to be accessible online took pressure of kitchen staff to be available to answer the phones. Due to high demand of orders and not having the time to remove themselves from the kitchen, it was causing missed deliveries and therefore a loss of income.

Use a decision-making technique, evaluate a range of solutions to identify the most appropriate for the option. 
To achieve the best and most effective solution for the problem at the business, I went on to use the grid analysis method. Also known as Grid Analysis, Pugh Matrix analysis. Decision matrix analysis allows you to take multiple factors into account and weigh up the options that deem to be most successful. 

0= Lowest – 5 = HighestLimit times of delivery service.
Add more staff members to the team.
Open earlier to add extra prep time.
Take more deliveries per journey.
Only deliver certain items on the menu.
Food will be cold on arrival
Added cost to pay extra wages.
Limit Area that we deliver to.#’/
Bulk cook, rather than cook to order.
Currently stand out against other cafés.
Bulk cook, rather than cook to order.
Loss of customers
Food’s not being cooked fresh.
Poor work/life balance if hours increase.
Open earlier to add extra prep time.
Remove Just-Eat, only having phone orders.
Add more staff members.
Big loss of customers.
Take more deliveries per journey.
Limit times of delivery service.
Limit Area that we deliver to.
Only deliver certain items on the menu.
Delays in orders and Deliveries
Remove Just-Eat, only having phone orders.
Delays in orders and Deliveries

	Factors
	Cost
	Potential Impact 
	Time scale

	Weights
	4
	5
	3

	Employee more staff members
	5          20
	5          25
	3         9

	Change delivery radius 
	0          0
	5          25
	2         6

	Remove Just-Eat service/Online ordering.
	3         12
	5          25
	5        15

	Enrol myself and staff onto training and extra courses.
	5         20
	4         20
	5        15


From using this method I was able to look through my options, break them down into effectiveness, cost, the potential impact and identify the best choice that I felt is best for my business to continue moving forward. I feel that it’s clear that my best options are to employee extra staff members and look at further training to speed up abilities in the kitchen to improve performance. Although this method shows clearly that the cost is going to be high for these changes, for the overall success of the business it seems essential. 

Adding an extra driver(s) and potential kitchen staff this will allow the business to run successfully. Designated jobs can be assigned to staff, and this will create a faster and higher quality standard for our services. Consistency in a new business is vital as it helps build a skilled professional relationship with customers through reliability. This boosts customer feedback and satisfaction, leading to recommendations which reflects on the kitchen’s abilities. Food establishments operate through budgets to aim to provide high quality food to customers whilst remaining in their financial means but still looking to make a profit. Budgets are merely an estimation which can be changed and adapted to what suits the business’s future best. 

The benefits of adding extra staff to the business is known to be an effective way to enhance long-term growth and reduce staff high turn-over. To invest money into the café and staff members this will encourage productivity at the workplace and boost moral within the team. Having to attend training will be time consuming and for staff to attend there would need to be a structured plan on how this will be provided. 

From my evaluation of the Grid analysis, it does not appear that removing online ordering services or reducing our delivery radius as this will inevitably cause a loss of income. The radius of delivery distance is a key factor in why we stand out as a business in comparison to other’s in Port Talbot. When opening the business my aim was to be accessible and reliable as I can to the public. The convenience of ordering online is that customers are able to make digital cash-less payments, have the option of collection/delivery, faster process than going out for a meal, Avoidance of travelling/Some people are unable to leave their home or do not have access to transport.



Cost Analysis

	Benefit 
	Year: 1st 
	2nd 
	3rd 
	Total Cost

	Hire multiple staff members
	£450
	£450
	£450
	£1,350

	Attend training courses & staff members.
	£300
	£0
	£300
	£600

	Insurance Policy changes & Fee’s.
	Policy adjustments=£250
Fee=£75
	£250 per year.
	£250 per year.
	£825

	
	
	
	
	£2,775


By analysing the cost shown above it demonstrates a visual of the future costs the business will be responsible for. Due to adjustments needed in my insurance policy due to adding extra staff there was in immediate £75 amendment fee and the premium increased to £250 per annum. 

Based on this method of structure and planning, although it appears that the costs needed to run the business are going to increase, the aim is for the success of the business to rise and therefore bring in profit and more custom. I will continue to review this going forward to ensure that I stick to my financial budget and to look at improvements that aim to be implemented. 

Develop a detailed plan for implementing the solution.
Following on from the cost benefit analysis it allowed me to feel more in control of the situation and gave me a clear insight in my options which allowed me to identify the best solutions to improve success rates. As I proceed to develop this plan, I will also continue to monitor the business closely and regularly. In the next few weeks, I must look at an exact figure of how many staff members I will need to employ to overcome over-due deliveries and identify which hours during the working day are most popular for deliveries to allow us to compare that against traffic volume in the area. By evaluating the needs of the business to identify how many new roles are needed, it will revolve around the size of the café and the demands that needed to be met. Adding more staff to the team will mean structuring a balanced and fair shift pattern which will cover the opening hours. The method I used to develop my plan is the Gannt chart method designed by Henry Gannt,(1910). The design of this method a chart that provides visual aid on a projects timeline and tasks, its purpose is to aid in the planning, coordination and reviews in relation to a project/goal. 
	Process 
	1st Month
	2nd Month
	3rd Month

	
	
	
	

	Planning and Preparation 
	
	
	

	Advertise the positions available.
	
	
	

	Interview candidates and select
	
	
	

	Amend and update insurance policies and documents.
	
	
	

	Train staff & implement a structured working system
	
	
	

	Communicate with stakeholders
	
	
	

	Complete changes
	
	
	

	Review the process & monitor
	
	
	



The Gantt Chart method enabled me to breakdown my process over a 3 month span to ensure the most productivity for my business. Broken down into a step-by-step structure I can achieve these goals whilst also continuing to monitor progress in the future. I looked at the timeline and found that some of the activities will require continuous reviews, there are steps to follow for the business to improve and avoid the issues that I have faced with delays in deliveries. Due to adding more staff members to my business I am legally responsible to update my insurance company to have legal confirmation that my staff members and I are legally covered. 
The first month is going to consist of essential planning and preparation to follow on to the next step which is to identify how many staff members I require to overcome the barriers I am facing. Advertisement of the job roles will be posted online to websites such as Indeed.com, and social media such as Facebook and Instagram, this will give a broader range of candidates the chance to apply for the positions. CV’s and applications must be completed and sent back to myself where I will then set up an interview process to allow myself the time to choose correctly. 

Adequate training must be set up and organised for the new members of staff to attend which ensures that they are legally qualified, this will require them to complete their Food Safety and Hygiene Level 2, and general in-house training of the café. Ideally, I am looking at an extra 3-4 members as I will need a maximum of 3 delivery drivers, and a maximum of 2 extra kitchen staff. Upon looking into the requirements and legality of my insurance policy I was able to confirm exactly how many members I can have working at the same time, due to the space of the establishment. With all insurance documents and policies updated its particularly important that all details are correct and legal, holding accountability and responsibility to update recent changes immediately when necessary. The final few steps will involve having a fair working rota in action, communicate with stake holders when needed, and finalise the changes. 
Monitoring and consistent reviews are essential in any successful business and therefore I must dedicate time to this throughout the future. “It’s in the combination of consistency and agility that leaders can become strategic.” Harvard Business Review, (2017).
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Communicate the plan to relevant stakeholders
I do not have stakeholders that are involved in my business where they own any shares or have any entitlement, but have those who enable my business to run, those I need in order to run smoothly. I have a dependable supplier and have regular deliveries scheduled on a weekly basis which calls for clear communication between myself and suppliers. I have regular customers as well as close friends and family members that support the business. Since the start of opening JJ’s, it has allowed me to build wonderful relationships, and though I keep professional healthy boundaries with customers, I also have grown personal friendships through the business which is extremely important to me. There are higher positions of authority such as the council and Local government that I must follow rules they deem fit and therefore without conversing with those, the business would cease to exist. I aim to consider the needs of not only my loyal customers but the public as I aim to impact my local community in a positive manner. 

As a business owner, it is solely my responsibility to communicate and update stake holders moving forward, and to create strategic plans based around the success and growth of my business. My audience that I am targeting the attention of the public along with new customers, I want to share fitting and significant information with stake holders as I want to show appreciation of their support to not only myself but to the business. Without the customers and my support network, it would be highly likely that the business would fail and therefore this shows why stakeholders play a vital role in this situation. 
Determine Steak holders – Who are they? Who am I communicating to?
Determine outcomes – What do they aim to achieve through information and communication?
Determine appropriate communication to meet expectations and standards set by customers. 

Assess appropriate monitoring and review techniques to ensure successful implementations of solution.
The creation of a communication play to recognise who I need to converse with, what message/information I will be delivering and when will I be doing this? A key element in success for a company is organisation. “Once you have a clear picture of your priorities – that is your values, goals and high leverage activities, organize around them.” Stephen R.Covey,(1989).
To look at the scope and impact based around the business allowed me to look at the aspects surrounding the problem’s in business I am facing and use methods and tools to create viable solutions.


	Information
	Who?
	Method? How?
	Length of time?
	Responsibility?

	New Staff Members
	Myself
	Advertise and Hire New staff
	Maximum of 3 weeks.
	Myself

	Update Insurance Policy
	Myself
	Contact insurance company via Phone or Email. Request written confirmation of changes.
	
	Myself

	Staff to complete training
	Myself & Staff members.
	Attend relevant training courses. Be accountable for keeping certificates up to date.
	Food safety and hygiene level 2 to be completed. 
Further refresher training when needed.
	All staff members and I

	Communicate relevant stakeholders
	Myself
	Face to face interaction, Emails to communicate with suppliers, social media to communicate with customers and public.
	When necessary. Aim to update customers monthly to stay relevant.
	Myself

	Continuous monitoring
	Myself
Staff members
	Performance reviews, financial comparisons, Charts.
	Continuous monitoring – 6 monthly reviews for staff performance. Yearly reviews for finances.
	Myself. Staff members will also hold certain level of responsibility.



My goals in moving forward with my business is to continue with implementing a structured plan by using techniques as shown above such as, Mind mapping, brainstorming, Gantt chart which determined the most successful options for myself was to hire more staff members and boost the productivity of the kitchen. Using these methods, it provided me with clear thinking and ways of planning ahead providing me with a guide to look back on comparisons in the future. The value that methods such as this hold is that these tools pinpoint specific barriers, allowing anybody the ability to improve, progress and maintain a healthy plan. These methods are guidelines and can be adapted to fit your extremely specific plan, these are unique tools that are versatile in the respect it can be open to adjustments. 


Conclusion
To summarize and conclude this report it has given me a broader and greater understanding on the problems within business which has enabled me to have a clearer view on the solutions and what must be done to move forward. This process has allowed me the ability to be transparent within myself, my reality, goals, financial situation and look to focus on the various strategies discussed above. Without these methods and tools, it would be a struggle to have a plan of action for the business, this assignment has given me a broader insight which has been a big source of education. To put these plans into action will give me the opportunity to act on behalf of the business’s best interest, as well as my loyal customers. The changes that will be made and if followed correctly will lead the business into a new chapter of success and growth. 
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