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1. EXECUTIVE SUMMARY

The Purpose of this report is to evaluate one of Roma 2000’s biggest problems being the lack of available space in and around the premises and detect possible causes to this problem and then further suggest possible solutions Roma 2000 can use to take steps towards rectifying their problem. The Roma 2000 is a local Family run business located in the heart of Gorseinon High street and has become a popular eating spot for residents and has attracted many customers around the country. The Romanello family have established Roma as a household name in south wales with having five fish and chip restaurants around the country. 
The overall problem faced by the Roma 2000 restaurant is the absence of available space inside of the restaurant and outside on the high street. This problem has created several other problems for the restaurant such as lack of disabled access to the restaurant, no car parking areas for the customers and their staff and also the cramp working environments for the staff due to the small scale of the restaurant. 
To solve these problems, two different problem-solving techniques have been proposed to identify the underlying problems to be then able to brain storm solutions. One of the first problem solving techniques put forward was the Ishikawa Diagram formed by Kaoru Ishikawa and the second problem solving technique was to look at the 4 S’s which is a problem-solving technique commonly used by businesses in the service industry. 
[bookmark: _GoBack]The actions put forward in this report to solve the Roma 2000 problem was that they get in contact with the Swansea council swiftly to arrange a disabled ramp being installed and to pursue advice what can be done about the lack of car parking for the customers and staff of the restaurant. These actions can be measured by monitoring contact with the council and whether these changes have been made over the upcoming months. Also, to add to this, actions have been put forward for managers to make changes to the culture of the way that the restaurant works and that there need to be cut backs on the amount of staff on service and machinery that causes obstructions need to be removed for the area. These actions can be measured by monitoring customer and employee satisfaction levels and calculating whether they have been impacted positively.



2. INTRODUCTION 


2.1 REPORT REMIT


Roma 2000 is a local family run business located in the heart of Gorseinon high Street where Sophie Morgan has been working for the past two years. The purpose of this report is to is to consider the problems that the Business has been facing since working there and therefore be able to analyse and suggest appropriate techniques to improve or solve these problems effectively. Throughout this report, the problems faced by the Roma 2000 business will be broken down into the root of the issue and evaluated to scope the appropriate steps to resolve the problems. The Roma 2000 like any other business will face imposing problems on their business, and this report is intended to propose solutions to the businesses problems before they become an increasing threat to the credibility of the restaurant. 


2.2 BRIEF BACKGROUND

The Roma 2000 is one of 5 shops located around wales and is run by the Italian Romanello family. The business is well known for their impressive fish and chips and over the years have also introduced both breakfast and Sunday dinner menus. The Roma fish shops have created a name for themselves as one of the most known fish and chip shops in the Swansea area and have even been mentioned on wales online as being nostalgic in the Gorseinon area. The wales online newspaper state how you would always go down to one of the Roma fish shops in Gorseinon as there are two on the same street (Rees, 2015). The Roma 2000 is a highly regarded and popular restaurant and take away in Gorseinon with exceptional five-star reviews like this for example “Sundays: Excellent take away or eat-in Sunday lunches. Very good value, pleasant staff. During the week, excellent fish bar and restaurant with varied menu” (Gowen, 2013). 

2.3 PROBLEMS WITH THE ROMA 2000 RESTURANT
[bookmark: _Hlk513218607]

While working at the Roma 2000 restaurant various problems have come to light, that is not necessarily substantial issues but is problems that if improved or solved will allow for a better run business and more satisfied customers and staff. One of the main problems which are blatant at the Roma 2000 restaurant is the absence of physical in and around the restaurant. The scale of the restaurant is considerably small and has no on-site car park for its staff or customers, due to this there have been noticeable frustrations with customers not being able to find suitable parking with it also being situated on the corner of a busy high street and one-way road. A further problem with the size of the restaurant is the lack of disability access for the older customers especially on the takeaway side of the restaurant as there is a step to enter. This is a vital problem as businesses providing a service is required to remove barriers obstructing disabled access to businesses (FindLaw, n.d.) 

Another problem faced by the Roma 2000 restaurant is overstaffing. This has been a highlighted issue since working at the restaurant where there is approximately 30 staff working kitchen, restaurant, and takeaway in one shift. Not only is it crowded due to the limited space on the premises and not enough work space to serve, for example, but it also leaves staff standing without any tasks to get on with. The Managers should by now be aware of how many staff are needed to drive the company daily and what is the correct number of employees. Keeping track of the number of staff on one shift is a simple way to keep the staff ratio under control (McLellan, 2013). 

To add to this, an additional problem that has come to attention is that new staff are being trained during working hours which is causing overcrowding behind the counters during service. This is a problem as new staff being trained during service hours will obstruct the staff completing their tasks as rapidly and smoothly as they need to. This can contribute to the demoralisation of the employees as they can feel uncomfortable in their working environment and work stress can further increase damaging employee performances (Oscar, 2014).

Further issues that affect the availability of already limited space in the Roma 2000 restaurant is the obstruction of machinery on the takeaway counters. The ice-cream machine and slush puppy machine take up valuable space on the takeaway counter that interrupts staff being able to work in a desirable capacity to keep up with the demand of the customers. Not only do the machines obstruct the work needing to be done by the staff they are a possible health and safety hazard due to the small space the staff is expected to work in. The Roma 2000 managers should ensure that they follow strict health and safety guide lines and monitor staff using them to avoid any accidents at work (Worksafe, 2017).

At the Roma 2000 restaurant, there is a further issue that needs to be addressed which is the queuing and waiting system for the customers in the takeaway section. The system can be confusing to the customers especially the older customers that come to the restaurant and takeaway. The problem with the system is that customer get confused where they are supposed to wait and queue for food and causes problems for the staff who can’t keep up to speed with who has paid and who is waiting for their order. This is a problem as Customer satisfaction is imperative, and the customer experience should be easy and comfortable, and it is important to make a good impression to customers to encourage them to come to the business again (Kryzhanivska, 2015).


3 PROBLEM SOLVING TECHNIQUES

To be able to understand the root of the problem, using an established problem-solving tool will allow the Roma 2000 to consider the problems and what is the origin of them. One of the problem-solving tools that appear appropriate to use is the Ishikawa diagram otherwise known as the cause and effect diagram which was created by Kaoru Ishikawa. This diagram is based on the principle that each problem that is faced by business has its single cause or a blend of causes. The goal of this diagram is to examine and determine the probable causes to solve the problem (Ishikawa diagram, 2015). 

For this model, you will first need to determine the problems that Roma 2000 is having. For this model, you could use the problem of lack of available space on site as one of the managers main problems. The next step of the model is to identify the major factors contributing to the problem. In this case, factors contributing to this problem of space is the site, control, equipment and task (Team, n.d.).

 Once the main factors are recorded on the branches of the diagram, Sophie must then consider possible causes that are related to the factor on extended lines from the branch resembling a fish bone. Regarding the site factor possible causes contributing to this is the lack of disability access for the disabled customers. Another possible factor is that there is no access to an onsite restaurant carpark which causes a build up of traffic around the shop area and one-way street with customers parking on double yellow lines. Regarding control, managers need to take measures in making sure that they are not over staffing on shifts as the restaurant can become very crowded, and staff and employees can become frustrated. 

Continuing with the fish bone diagram, the task branch possibly will consist of the problems with completing the task at hand due to the lack of space in the restaurant. One of the problems that contribute to the issue is the queuing system in the restaurant and takeaway area. In the takeaway area customers get confused where they are supposed to queue and where they are supposed to wait for their food which causes disruptions for staff as they are not sure who is waiting to payor waiting for their order and customers as they can get lost in the crowd and miss their turn for being served due to the lack of space in the takeaway area. 

A further Contributing problem is Equipment; there is a lot of heavy equipment on the takeaway side of the restaurant which can be in the way of staff trying to complete their job swiftly. At both ends of the takeaway counter, there is a large ice cream machine and slush puppy machine that takes up valuable counter space considering them the number of times staff uses them. 

The Fish bone diagram is a highly beneficial problem-solving technique to use as it allows you to find many possible reasons to the root of the problem and takes many categories of the causes into considerations, so no possible problems are overlooked in the process. The template of the fish bone diagram is also informal to implement and is a usefull graphic representation of the causes (Gupta, 2007). 

Another potential problem-solving technique you could use which is in the same family as the Ishikawa diagram is the four S’s that are commonly used within the service industries to scope out their problems. For this fishbone diagram, you will use the same technique as the previous one, just with the categories of Suppliers, systems, surroundings and skills (Blog, 2011).  

As done previously, you will follow the same template as the fishbone diagram, with branches coming out of the main body with the category headings. Considering the problem that is being used for Roma 2000 is the lack of available space, not all the categories are appropriate for the problem faced such as suppliers for example. One of the categories that can be used to construct the template is the systems, and as touched upon previously the queuing and waiting systems is causing an issue in the restaurant.

 As for the surroundings, the scale of the restaurant is niche with no parking available to the customers of the staff which causes problems in the restaurant and outside with people blocking the road on double yellow lines. Also, the machinery that obstructs the takeaway counter is a problem contributing to lack of space.

Lastly, the skills category out of the four S’s could involve that sometimes when new staff are put on the restaurant floor or takeaway they are shown what to do by the managers during the service which results in even less room behind the counters and the issue of having new staff unsure what to do at busy times during service hours, which causes cramp situations and stress for the staff and customers having too many people at once behind the counters. 

To use the four S’s for the businesses in the service industry such as Roma 2000 is an ideal problem-solving technique as it allows you to brain storm in a systematic way, so you can break down the problems into segments to further identify the solutions (Kumar, 2013). 


3.1 SOLVING ROMA 2000 RESTURANT PROBLEMS


After you have used the problem-solving tools and have identified possible causes to the problem, you will then be able to push forward and propose possible solutions to fixate the main problem, which for Roma 2000 is the lack of available space inside and outside of the restaurant venue. It is important for a business such as Roma 2000 to take vital steps to problem solving and adapting appropriate solutions, also due to the fast-moving economy employers are taking problem solving more seriously and are linking it to the success of their organisations (CCMIT). 

To refer to the problem-solving techniques used, and the problems identified, there are various solutions that the Roma 2000 could attempt to solve the problem. For example, one of the problems contributing to lack of space was the limited access for the disabled customers especially on the takeaway side of the restaurant. Disabled and elderly customers are avid users of the Roma 2000 restaurant, so it is crucial that they are catered for and considered in the access to the building. A possible solution to this is to replace the step outside of the takeaway entrance and put a ramp there instead, so the disabled customers in their scooters or wheel chairs can access more freely and do not have to leave their wheelchairs outside for example. This is a simple, yet effective solution and most employers and businesses are moving towards making their premises more disabled user friendly with the Equality Act 2010 making this a duty to adjust to meet disabled needs (CitizensAdvice, 2018). There are no drawbacks to enforcing these changes as they will benefit all customers and not affect them negatively.  

The problems that ascended with the staffing issues that contributed to the lack of space inside the premises contributing to stress and work areas being over crowded has various potential solutions to ensure more space to be available in services. One of the problems regarding the staff was that the Roma managers were overstaffing on shifts that did not need extra staff. Overstaffing on shifts leave staff feeling overcrowded and become complacent as there is to many people on hand to carry out tasks. 

To solve this problem managers can take steps to manage their over staffing problem by preparing and planning exactly how many staff they will need on premises before service and call in staff if it is vital rather than send staff home for being overcrowded. Another solution would be to rotate staff on service so that you can reduce overstaffing on certain departments such as the takeaway counter (DeBenedetti, 2017). The Roma 2000 do not need to take an extreme measure such as laying off staff, simply preparing and rotating has the potential to solve the overstaffing problems. Also, when overstaffing issues are resolved there is likely to see a spike in morale amongst the staff if they are happy in their work environment, where it is known that if employees are relaxed in their working environment they will work more productively and will enjoy their shifts which will show through in their work (Anna Salanova, 2010). However, it is crucial to consider that the managers of Roma 2000 find a desirable balance of the amount of staff on a shift as if they go too far and understaff the services the workload for the staff could become to strenuous and produce a low quality of work (CR, 2017).

An additional problem with the staff at Roma 2000 that was contributing to the deficiency of space in the premises was that new staff was being trained during service hours which caused for stress and over crowding behind the counters. A modest solution to this would be to train new staff outside of opening hours to avoid overcrowding and stressful situations for the staff. This will also be beneficial to the new staff as they will have more time to understand the role and will not feel pressured into knowing everything and being in the way of the other staff while training. 

From using the problem-solving techniques, a problem with a lack of space behind the takeaway counter due to the machinery came to light. Due to the ice-cream and slush puppy machine being on the main counter at the takeaway they take up valuable space for staff to work. A solution to this would be to move the machinery, especially the slush puppy machine as that causes the most obstruction away from the front counter. Moving this machinery will also allow for extra work space so more of the staff can complete orders at the same time to meet the demand of the store. This solution optimises employee capacity which directly affects employee motivation and performance (Factory Physics , 2018). 

One of the main problems that contribute to the issue of limited space in and around the premises of the Roma 2000 is the unavailability of parking around the restaurant. This issue causes many problems for the customers not being able to park near by the shop and obstructing traffic on the high street outside. This is one of the problems that can not be easily rectified and would be an issue that Roma 2000 would have to get in contact with the council to talk about possible solutions to the car parking situation. It is a problem that Roma 2000 is wise to priorities as having free parking available on site or relatively close could attract more customers to the local business with nine out of ten people have said they would visit high streets more often if free parking were available to them (Gouch, 2017). 

 
3.2 PROBLEM SOLVING IMPLEMENTATION


Since identifying various possible solutions to the problem of limited space in and around the Roma 2000 restaurant, it is fitting to start putting the solutions into physical action. Regarding the disabled access to the restaurant and the parking situation outside of the premises, the Roma 2000 managers should look to writing to the Swansea council to see if they can assist and fund a disabled ramp and see if they have any jurisdiction to improve the parking circumstances for the Roma 2000 customers and how it will affect the other local businesses. The Roma 2000 managers will be able to measure the success of the disabled ramp and improvements to the car parking situation by monitoring customer satisfaction. Customer satisfaction is quite problematic to measure but the Roma 2000 managers can take steps to measure customer satisfaction by monitoring an increase in customers coming to the restaurant and if there Is an increase in disabled customers using the premises to eat for example (Smith, 2011).  

Also, taking into consideration the possible solutions for the staffing problems changes can be done immediately and the managers must ensure that all staff old and new are up to date with the changes and how staffing will be managed from now on and that any new staff will have to come in out of hours to train on restaurant, takeaway or kitchen etc. the same time frame goes for the moving of the machinery on the front takeaway. These changes can be measured by monitoring employee productivity levels and will be able to judge whether these changes contribute to an increase in employee’s morale. One way that the managers could measure their employee’s satisfaction is with employee performance reviews where the managers can conduct one to one interviews to establish if employees are satisfied with their work and the changes that have been made (R, n.d.). 

4. CONCLUSION

To conclude this report, it is evident that the Roma 2000 restaurant has a great issue involving the amount of space they must work with in and around the premises that are affecting their customers and staff satisfaction levels. With the solutions put forth by the problem-solving techniques, it looks positive that the Roma 2000 restaurant will be able to make sufficient changes to the restaurant to satisfy everyone’s needs and rectify the problem. 
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