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1. [bookmark: _Toc510020281]eXECUTIVE sUMMARY
The objective for this report is to find a solution to the current issues KFC UKI are facing around the new suppliers. KFC UKI is the UK and Ireland branch of KFC a fast food restaurant from Kentucky, USA. KFC is owned and run by a larger fast food conglomerate called YUM! Brands, who also own Pizza Hut and Taco Bell. 
KFC UKI recently changed their suppliers from Bidvest logistics to DHL. When DHL originally took over many KFC restaurants were forced to close as they didn’t have enough stock to continue trading, this costed KFC around £1 million a day in loss of sales. A third of the restaurants in the north of the UK have returned to Bidvest Logistics and the remaining are open, however, they are operating with a limited menu. 
Within the report, there are three problem solving techniques that are discussed to help solve that current issue. These are the fishbone diagram, which put the problem first then works backwards to find the root cause of the problem. The 5 whys, this method continues to ask why until the root cause of the problem is reached. Also, the 5 Ws and one H method is discussed, this method asks a series of questions to get the entire picture before attempting to solve the problem. 
The report used two of these methods, the fishbone diagram and the 5 whys to come up with solutions to the root cause, both methods, however, had different root causes. The fishbone diagram found that the software that was currently being used was the root cause and a replacement software company would be the solution. 
The 5 whys method found that the new delivery company wasn’t equipped for the job and the solution was to return to the previous distributors of Bidvest logistics. This is the solution the report deemed would be more effective as a third of the company was already back with Bidvest logistics and they were the market leaders. 





2. [bookmark: _Toc510020282]Introduction

2.1 [bookmark: _Toc510020283]Report Remit
The objective of this report is to evaluate to what extent KFC UKI’s delivery issues is having on the organisation. The report will also look at formal problem-solving techniques such as the Ishikawa technique and the five why’s technique to establish an applicable solution in line with the findings of this report. 

2.2 [bookmark: _Toc510020284]Brief background the organisation
KFC UKI is the UK and Ireland part of KFC which is a large fast food company based in Kentucky. (KFC, 2018) states that KFC was first developed in 1930 by Colonel Harlem Sanders it has since been expanded with over 20,000 restaurants in over 125 countries, it is now owned by a large fast food conglomerate, YUM! Brands, who also own Pizza Hut and Taco Bell. KFC UKI has around 900 restaurants in UK and Ireland with 95% of those restaurants being run by franchisees. 

2.3 KFC UKI issues with delivery supplier
At the beginning of February 2018 KFC UKI changed delivery supplies from Bidvest Logistics to DHL, a deal agreed in august 2017, this led to having four different supply centres to just one and working with DHL who had never delivered food products before. This along with a system failure in the supply centre resulted in many KFC restaurants not receiving their deliveries causing many of the restaurants to close. (Wood, 2018) of The Guardian goes into detail on how when this issue first arose 646 restaurants had to close, and the rest had to operate with a limited menu. Since then all restaurants are now open but are still operating with a limited menu. A third of the restaurants have now gone back to Bidvest Logistics after, this comes after it was reported KFC UKI was losing £1 million a day. (Herbert, 2018). 

3. Techniques to use to solve the delivery issue 
[image: ]This report will look at two different methods to help solve this issue. The first is the Ishikawa diagram or the fishbone diagram. (CMS, 2017) explained that it is called a fishbone diagram because it is laid out like a fish with the problem at the end (head) of the diagram. All the possible causes to the problem are then listed coming off the problem, these resemble the fishbones. This is an effective way to what cause the problem in the fist place as it may not always be clear to see the real cause of the problem.
(CMS, 2017)

Implementing this technique can be straight forward and is usually completed within teams. (Juneja, 2018) explains that the fishbone diagram is usually completed within teams and the team will brainstorm together to find out different causes to the problem. Once the different causes have been decided the team will usually breakoff and individuals will then have a cause each to work on and analyse. For example, with the diagram above staff/people was a cause, however, it has been broken down further to analyse exactly what in that category is the issue from, scheduling to communication. Once these causes have been analysed more it will then go back to the team to try and fix that exact cause to fix the original problem. 

The report will be using the fishbone diagram because it has been around for over 50 years having first been developed by Kaoru Ishikawa in the 1960’s (Ishikawa, 1991) and has since been developed to include many different parts of industry to the 5 m’s in marketing, the 8 p’s in product marketing and the 4 s’s in service industry. The diagram is effective in making sure the nothing gets overlooked and is still being used today by major organisations such as Toyota.  

The second method this report will use is the 5 whys, (Semler, 2004) explains that the 5 whys is a method of solving a problem by simply asking why until the root cause is discovered. It was first developed by Taiichi Ohno and was used for manufacturing until Semler later developed it further to be used to cover more and to be used as a problem-solving technique. (Ohno, 2006) Toyota’s former chief executive explains that using this method and always asking why was key in developing the organisation because if the current problems aren’t being questioned then the organisation is not moving forward.

(Mind tools, 2016) breaks the 5 whys down into seven steps to make it easier to apply to any problem. Step 1 would be to bring a team together, this is to get different opinions from different people. Step 2 would be to define a clear problem, this is because the problem is clear then the team are more likely to find a root cause. Step 3 is to ask the first why and consider the responses the team give to decide what response to follow. Step 4 is to ask why four more times to the original response, this is to determine the root cause of the problem. Step 5 is knowing when to stop asking why, after a certain point asking why will become redundant and the answers won’t help find the root cause. Step 6 is to analyse the root cause and consider options on how the root cause is best tackled. The final step is to put measures in place to eliminate the root cause to fix the problem. This report will use the 5 whys because it is a clear way to determine what the root cause of the problem is and then to help solve the problem.  

Another problem-solving technique that could be used is the 5 Ws and one H method, (Workfront, 2016) goes into detail about what this method is. Stating it is a way of getting the complete story around the problem to find what the root cause is. This comprises of asking six questions starting with a questioning word. For example, who is it about? What happened? When did it happened? Where did it happen and why did it happen? And then to finish off with how did it happen? After all this information is gathered it will then be easier to find the root cause of the problem and to solve it. Although it could be used to solve an issue within an organisation it is typically used by investigative journalists and it’s more inquisitive about what happened rather that applying it to an issue within and organisation to solve. For example, if this report used this method on the current KFC delivery crises a lot of the questions wouldn’t be needed. The only questions that would need to be asked would be why and how it happen? Both of those would be answered using the 5 whys method and it would be more detailed. 

3.1 [bookmark: _Hlk513218883]Applying these techniques to solve the delivery issue 
Through using the fishbone diagram and the 5 whys technique this report will aim to come with solutions to the KFC delivery issues. Using the fishbone diagram first the problem is that two thirds of KFC restaurants within the UK are operating on a limited menu costing the company and the franchisees millions of pounds. This is down to the new deliver partners, DHL. Using the fishbone diagram, the report has discovered three major issues relating to this problem. The first issue is that DHL are operating out of a single supplier depo, where the old suppliers Bidvest logistics used four (BBC, 2018) went into detail on this point. Bidvest used four different depos across the UK to distribute to the 900 KFC restaurants as well as other food restaurant chains. DHL currently run out of one depo, in Rugby. The issue with this is that if that one depo has any issues then the entire delivery operation will have to stop. The first day DHL took over deliveries there was a crash near the exit of the site causing massive delays to food orders for every restaurant and a chain reaction. 
The second issue through using the fishbone diagram is DHL are not a food delivery company and have never delivered food products on this scale before. The previous supplier KFC had, Bidvest Logistics, were specialised in working within the catering industry to deliver to many different food companies. (Weaver, 2018) says that union bosses warned KFC about changing suppliers to an organisation with no food experience after a similar problem happened to burger King. It was said in the article that DHL would not be able to provide the same service as Bidvest as they simply didn’t know how to.

The third cause on the fishbone diagram the systems that DHL aren’t good enough. (Sky news, 2018) states that the main reason for the delivery issues is the software being used by DHL and KFC restaurant to place the orders. QSL are the company in charge of these systems and after they crashed at the start of this issue they are still not quite fully operational, this is the reason why the restaurants are currently working on a limited menu. This is what the report argues is the main cause as to why KFC are currently operating at a limited menu. The best way to fix this problem would be to keep working with DHL to deliver, however, KFC should leave QSL and find new partners with more extensive knowledge on the type of software needed for this type of organisation. 

The 5 whys method, however, had different findings as to what the root cause of the problem was. Again, the problem is the same, KFC is currently operating with a limited menu costing the company millions of pounds. The application of the 5 whys model would go as follows. Why is KFC operating with a limited menu? It is operating with a limited menu because the current systems aren’t good enough to deal with the demand. Why can’t the current systems deal with the demand? The systems can’t deal with the demand because the company (QSL and DHL) isn’t use to delivering such a high volume of fresh products. Why? Because they haven’t done this sort of delivery service before. Why? They are a parcel delivery company. The last why would be, why did KFC choose them? KFC chose DHL because it was more cost effective to go with this company despite many industry officials advising them not to do so. 

(Sit, 2018) describes how different unions and industry experts wrote to KFC advising them not to change from Bidvest to DHL like Burger King did in 2012, Burger King returned to Bidvest after just six months after facing many issues like KFC haven done. The report findings believe that the main issues to the current problems facing KFC is that the supplier is not equipped to undertake the necessary work load. Even as the fishbone diagram out come suggested that the issues was the software there are still many issues facing DHL as a company and the risks are extremely high to stay with them. The root cause is DHL and QSL they are not experienced enough to deliver fresh food on such a large scale, the best option would be to return to Bidvest logistics as Burger King did. 

3.2 [bookmark: _Hlk513218894]Implementation of returning to bidvest logistics 
 (Cox, 2018) of the Independent notes that already 350 of the 900 KFC restaurants have returned to Bidvest Logistics. This leaves around 600 more restaurants to return, the biggest issue with this, however, is that Bidvest logistics were forced to close of the distribution centres it was operation under and was forced to have made around 200 people redundant. This comes after KFC stopped using them, who at the time were there biggest contractors they had. (Herbert, 2018) spoke to the head of Bidvest logistics UK operations and he said that although they were forced to make cuts and close a distribution centre it would still be possible to return to Bidvest and operate out of a different distribution centre until they could reopen the existing one. 

(Duddy, 2018) supply and distribution expert stated that Bidvest logistics are the experienced with dealing with distribution of food products. If KFC was to return to Bidvest Logistics, then the deal would cost the company millions of pounds. However, when the crisis first happened KFC were losing £1 million a day and even running with a limited menu they still aren’t taking as much money as they were in previous years, so it could be argued that whatever it takes to go back to Bidvest logistics KFC should. As mentioned previously Bidvest logistics would be willing to work with KFC once again. It could also be argued that the stakeholders would also welcome the move back to Bidvest logistics. As 95% of KFC is run by franchisees they have lost a considerable amount of their own money. 

The success would be measured by if the restaurants are able to run with full menus with all the products available to the consumers. It would also be measured if the predicted sales go back to want they were originally forecasted to be rather than losing money. In future, it would be suggested to KFC to only changed suppliers if they have considerable proven experience and not because that supplier is the cheaper option.  
	

4. [bookmark: _Toc510020289]Conclusion
In conclusion, this report discussed the current crisis with KFC UKI having run off a limited menu due to a change in suppliers. The report discussed three different problem-solving techniques, the Fishbone diagram, the 5 whys and the 5 Ws and one H. The fishbone diagram puts the problem first and works backwards to find out what the root cause of the problem is. The 5 whys ask why to the original problem then works back to find what the root cause of the problem is by constantly asking why. Lastly, the 5 Ws and one H tries to ask questions to understand the full circumstances of the problem at hand. Through using the 5 whys approach a solution was created for KFC to return to its original suppliers of Bidvest logistics as Bidvest are the leading company within that field.
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