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1) IDENTIFY THE COMPLEX PROBLEM IN WORKPLACE SITUATION
In  my report I am going to write about the complex problem that the company where I work, Pret a Manger, is facing at the moment, the financial crisis caused by the Coronavirus – Covid 19 global  pandemic, that forced the world to go into lockdown and in the process forced almost all companies to close for a considerable amount of time. Pret closed its door to the public, by government imposition, on the 20th of March 2020. All employees were put on the government Furlough scheme. On the 16th of April 2020, they opened 10 shops close to hospitals and slowly started opening more shops, with employees on a voluntary basis returning to work. In a newsletter to all the employees through the Workday App, in the middle of June 2020, from Pret a Manger’s CEO Pano Christos, we were informed that the company was forced to close 30 shops, because they could not come to an agreement with the landlords. And because of the difficulties that the company was facing, they took the decision to make redundant over 2800 employees. because they predict that it is going to take many months, if not years to return to pre-crises sales levels. The beginning of July 2020, they started to call all the employees and we were asked that each shop should choose a shop representative, so the negotiations could start and it would be trough the shop representative that we would be updated of what was going on and also to whom, the other shop employees had to pose all the questions they had. I was chosen as one the shop representatives. Even though the company probably already had set up their mind about the measures they were going to implement, I still played a part in solving the problem we were unexpectedly presented with. On the 9th of August 2020, it was released to the press, that Pret a Manger was going to cut staff hours.
(Pret,2020)
(Pret a Manger to cut staff hours, 2020)


2) [bookmark: _Hlk49768518]APPLY RECOGNISED PROBLEM-SOLVING TOOLS AND TECHNIQUES
 
In this part I will be explaining some of the problem-solving tools and techniques used in solving the complex problem





[bookmark: _Hlk49768546]2.1 SWOT ANALYSIS









2.2 PESTLE ANALYSIS

Analyzing the external factors that are involved in the change of the company. Now the market declining due to the Covid 19 pandemic, is one of the main factors that will influence the outcome of Pret a Manger and many other companies.





2.3 PORTER’S FIVE FORCES

Developed by Michael E Porter in 1979, it analyses competitive position


(Michaux, 2015)





[bookmark: _Hlk49768690]2.4 LEWIN’S FORCE-FIELD THEORY OF CHANGE
The theory of change was created by Kurt Lewin in the 1940s
Steps in the changing process

(Lewin,2013)


3) FIND SOLUTIONS TO THE IDENTIFIED PROBLEM
Being the problem that I am writing about, the fact that the company where I work, Pret a Manger, had to close its doors due to the global lockdown because of the Covid 19 pandemic, and in the process loose an extremely high amount of money, and even with the government’s aid to continue to pay their employees salary, they came to the conclusion, that it would be impossible to continue without taking drastic measures and implement new rules and make some necessary changes to keep the company afloat.
Many changes and money were spent on implementing the government regulations on being able to open the shops according to the Coronavirus safety measures. Shops will be working on reduced opening hours and changed according to when and how business picks up on sales and profits.
The solution would be restructuring the company, reducing the number of employees, which is now around 8000, identifying expenses that can be reduced, like making some of the employees redundant. Trying to have less food waste, having less shops kitchens open, would be a way of saving money. Introducing new ways to attract customers back. Reducing the working hours of the shops according to the new needs of the customers, few people are back working in the office and the ones that are back have different working hours. Also reduce the company’s expenses, a good example, the electricity consumption, by switching off all the appliances that are not in use or switching them off overnight.


4) EVALUATE ALTERNATE SOLUTIONS USING PMI TECHNIQUES
Plus-Minus-Interesting
	PLUS
	MINUS
	INTERESTING

	
-Re-opening of the shops due to pandemic (+5)
-Reduced shop production (+3)
-New for home products (+3)
-Government paying 50% during month of August (Eat out to help out) (+5)

	
- Less customers (-5)
-More product waste (-4)
- Less staff working – redundancy of employees (-5)
- Less sales and profit (-5)
- Many shops closed (-5)
- Less working hours (-5)
	
- Developing new buying techniques (+3)
- Introducing the Coffee Club Card “Yourpret Barista“ on the 8th of September 2020 (£20 per month, and you get unlimited coffees) (+6)
- Selling Pret coffee beans on Amazon (+4)

	+ 16
	-29
	+13



The score of the table is 16 (Plus) -29 (Minus) 13 (Interesting) = 0 Interesting
Now all the negative points are much higher than the positive points, but in future and implementing new ways to bring customers back to Pret shops or finding new ways to sell the products might increase sales and profits rapidly. But if workers start returning to offices, and customers return, sales are sure to pick up soon.


5) SELECT THE BEST SOLUTION
The best solution to get the company back to its pre-lockdown sales and profits, is to open all the shops gradually and get the shops to function on the new rules and analyze day by day any or find different ways to be more effective, setting new goals to achieve gradually. Even though it is normally not the best solution, but presently inevitable, the company must select the employees that will be made reductant. The selection of who will be made redundant was decided after an individual Zoom call with each of the employees, and where each employee was asked about their working hours availability. All the employees where informed about all of the company’s intentions on the 7th of August 2020 and what they proposed the measures that they were intending to take would be, like the selection criteria that they would be using to avoid a complete mass redundancy, a sample of the new contract and any question that each employee had, were analyzed and answered. 
Reduce any unnecessary shop production and food waste, even though all the Pret food goes to local charities to be distributed at the end of the day. 
Avoid all unnecessary expenses. For example, all shops had a system called Petty Cash, each shop had a certain amount available, that money was used to buy birthday gifts or a team night out drinks, terminating that.   


6) IMPLEMENT THE SOLUTION
On the 14th of August 2020, each Pret a Manger employee received an email called the new retail restructure, with the company’s new implementation plan, in that email was the points each employee got in their criteria, the criteria was based on availability, disciplinary, in training, length of service, Pret behaviors (passion, clear communication, team working) and the finalized new employees contract, those that they had already decided, even though it was still pending on a final Zoom meeting on the 17th of August 2020,  also received the amount of redundancy money that they would get, should they be made redundant. 
After the meeting the meeting on the 17th of August 2020, I got a phone call from my shop manager, to return to work the following day.
Slowly, as sales are picking up, more employees will be called back. The government furlough scheme will be ending in October 2020, so by that time everyone that stayed on in the company should be back at work. 


7) MONITORING AND CONTROL
Now all the Pret a Manger shops, are working on a day to day monitoring the sales and making decisions, whereas before it would be on a weekly and monthly basis. Everyday at the end of the day depending on the days sales and profits, they will calculate the following days, employees working hours, the food production that they will need, many of the food will be made on demand depending on what is sold until a certain hour. Probably in a few weeks’ time, depending also on the evaluation of the pandemic, things can be back to normal. All this is controlled by the group operations manager and then communicated to the shop manager. 
By controlling the evaluation of the footfall and sales, new products can be introduced in the daily production. Opening hours can be extended, and more team members brought back to work.



8) [bookmark: _Hlk49768966]COMMUNICATE TO THE STAKEHOLDERS
On the 17th each employee had the final negotiations Zoom meeting and the outcome of their decision was communicated. Each employee got to know if they were staying on in the company or if they were made redundant. The redundancy became effective on the 20th of August 2020. But some of the available positions were uploaded to the Pret a Manger internal website, for any of the employees still interested in applying. On the same day the shop managers were informed who would still be staying in the respective shops.  
The new working contracts will start from the 1st of September 2020, reduced working hours, no shop bonus, no more paid brakes, only 25% reduction with the Pret gold card. All these new measures will be reviewed next year April 2021 and it is the company’s intention to increase the working hours back to their original 35 hours weekly, if the company can afford to do so at that time. 
On the 27th of August 2020, Pret a Manger’s decision was communicated to the media through a statement from the company’s CEO Pano Christou, it was news both in the BBC News channel “Pret a Manger to cut 3000 jobs in the UK” and the Sky News channel “Pret a Manger cuts 2800 jobs as sales sink to lowest levels in 10 years”. 
(Pret A Manger cuts 2,800 jobs as sales sink to lowest level in 10 years, 2020)
(Pret A Manger to cut a third of UK workforce, 2020)


9)  RECOMMENDATIONS
Understanding the financial complication that the company is facing at the moment, due to the unprecedented and unforeseen circumstances, agreeing that we are all in this together and supporting the company’s decision and trying to work hard, and as an employee help building up the company to its former sales. I would recommend, that the company will in some way, and because they changed the remaining employees contract from 35 to 28 weekly hours, eliminated the paid brake time and the shop bonus, they will  find a way to compensate and keep their teams happy since they will be working longer hours and in different conditions. Because at the end of the day, it is the employees that keep any company going. 
I would also recommend that as soon as the sales start increasing, they implement the shop bonus back, it would be some financial help for the employees, since the working hours are reduced.

















10) CONCLUSION
In conclusion to this report, about the complex problem at my workplace, the financial crises that Pret a Manger is facing presently due to the global pandemic Coronavirus – Covid 19 lockdown , and because of this fact, the company had to make the decision of making around 3000 employees redundant and close 30 shops in the UK. In the report I will be trying to explain all the measures and negotiations that were taken during the all process. I used as problem solving tools and techniques, SWOT analysis, PESTLE analysis, Porter’s five forces and Lewin’s force-field theory of change. I also wrote about the solutions to identify the problem, the best solutions to solve the problem, how to implement the solutions, monitoring and controlling the problem, communicate the outcome of the decision to the stakeholders, and my recommendations to the company.
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STRENGHTS


Credible brand


WEAKNESSESS


Before: Overcrowded


THREATS


Lockdown, too many shops still closed


OPPORTUNITIES


Created insentives


Extensive variety of food and drinks


Loyal customerss


Quality of the coffee


Now: Offices are closed, people are working from home, less customers


High price


Loyalty cards


Coffee Club - Yourpret Barista


Delivery


Expand, changed food


Food fall


Lack of customers


Landlords



POLITICAL


Availabily of government grands


Tax (VAT)


SOCIAL


LEGAL


Employment legislation - woker's rights, anti-discriminion, anti-harassment


Unemployment


Brexit - trade tarifs


Demografics - people are working from home


Tourist - less to none, due to the pandemic of Covid 19


Health and Safety


Imposed distancing, imposement of mandatory face mask wearing


less customer in the shops



ECONOMIC


Recession due to Covid 19


TECHNOLOGICAL


New products announced on Social Media


Mobile tills that will be installed in future


ENVIRONMENTAL


Less customers


More unemployment


Brexit - trade tariffs 


Click and Collect option


Creating user friendly apps


Reusable cups


Transforming take away cups into notebooks


Recycle cups


Redused plastic use


Shutting down freezers to cut in power usage - shops that do it get compensation


CO2- down by 11% 



Threat of new entrants:
Other coffee shops
Coronavirus pandemic
Many shops that have closed
New shops that are opening


Threat of substitutes:
Presently many offices are closed due to the pandemic
People are working from home
Many people developed new habits, they are drinking less coffee
Less power of buyers at the moment
Lack of tourists


Bargaining power of buyers:
Less customers due to post lockdown
Less customers power of buying, many were made redundant 


Bargaining power of suppliers:
No money to pay the suppliers, there will be no products
Economy crisis due to the pandemic, suppliers will increase value of the products


Rivalry inside the industry:
Many other coffee shops are in the same situation
Companies created delivering option
Click and collect option


Assessing  need for change


- Sales went down 80% compared to the same period last year
-The source of the problem is due to the pandemic Covid  19 lockdown
- Presently only 27% of the working force has returned to working in the offices, thus resulting in less customers 


Deciding what change to make

- Reducing the amount of shop  and  companies support center employees
- Lower amout of daily shop waste in the shops 
- Be more demanding on employees commitment 


Evaluating change
- The company will save a lot of money on employees salaries due to the fact that so many were made redundant, also being more strict with the employees commitments, they will save a lot
- Only in a few months time when pre lockdown sales and profits get back to normality will the company be able to benchmark and compare their performance with other companies of the same dimention



Implementing change

- The change will both occur from the top down and from the bottom up, no one thats is not a 100% commited to the company will be made redundant
- The changes will take place on the 21 August 2020
- The changes will be monitored by the different area managers and any changes required will be made
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