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I work in a café in a very busy tourist destination which sees thousands of visitors every year. It is called the National Botanic Garden of Wales. It is a wonderful place to unwind and observe the different kind of rare species of plants in the world. It is also the perfect place to have a cup of coffee and cake. In the summer season we take around £35k per week in the café. That is such a large sum. You must think that everything goes hunky dory every day. However, that is not the case. We come across problems we need to face every day. 
	Problem
	Scope
	Impact

	“Awkward customers”.
	Awkward customers come in every day. Some of them want things that aren’t achievable to a business.  
	There can be quite rude people to our staff, some handle it well, others find it hard to have the social skills to correct a problem for the customer. 

	Staffing.
	Staffing issues are at a high now due to illness. The people most affected are other members of staff that do turn up to a shift. 
	Due to two senior members of staff being on illness leave for a few months there has been staffing problems. The only people that currently want a job in our café are students, who can only work small number of hours. This impacts the staff as they are overworked, and it also impacts the customers as they must wait longer. 

	Barista training. 
	Due to coffee being our largest seller in the café, there comes several problems. Many staff do coffees differently to others due to being trained somewhere previously. 
	There are a number of complaints from customers that are quite upset with the coffee that they have paid for. 

Staff are confused and frustrated on what is the right way to make a certain type of coffee. 


Hospitality relies on customers, without them there wouldn’t be any money coming in or out in the business. With the last year hospitality has struggled, and it is struggling from the impact of COVID-19 still to this day. Brexit is another factor as to why businesses in hospitality are struggling.  According to an online article “9,000 of 39,000 of employees from Mitchel and Butlers did not want to return to work in their restaurants” Butler, S. (2021) Quite a challenge’: UK restaurants and pubs face staffing crisis after Brexit. The Guardian. 
These are highly complex problems to businesses that many will have to face. Below is a list of all the problems that we face as a business. 
These are the multiple problems that we face every day. All complex and have their own impacts. However, the one I would like to discuss is the barista training. There are multiple ways to overcome this obstacle in the business. Due to the amount of coffees, we sell day to day in the business I will prioritise this issue and raise the problem to the person who is in charge of the team and implement different solutions to overcome this issue. The head of catering and functions is Cellan Williams. To propose my solution to our problem I will have to take in accord the different obstacles in my way, such as time, budget and resources. The Botanic Gardens are charity which rely on donations and money from the government. Our biggest issue will be the budget to manage the problem. We as a business have enough time to ensure that every staff member is fully trained and confident with the barista training we will provide for them. 
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Analyse information on the identified problem, to help inform the decision making process
Why? 
Poor Barista Training.



Why? 
Training is incorrect from other staff members.




Why? 
Coffees are done incorrectly for customers.

Why? 
Why? 
Poor Barista Training.
Complaints on TripAdvisor and Facebook. 
Didn’t check with supervisors that it is the correct way to make coffees. 
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Lack of knowledge. 
Lack of communication between staff.





Not listening to customers complaints. 
Not asking enough questions to senior members of staff.

Barista Training 




Temporary staff making it a waste of funding. 
Different training in other cafes. 

Not enough money for professional training. 






Lack of Communication. 
The first day of working in our café you are teamed up with a staff member that knows how to work the coffee machine and the tills. They have a wealth of knowledge of the product we are selling and the outcome we expect for the business. We all learn differently. Some observe, some take notes as their training starts. A lot of our staff members can feel overwhelmed due to the amount of people we serve day to day. This can alter our SOUND and can cause us not to properly take things in. The message isn’t going in, or it might be perceived differently. 
Lack of knowledge.
Most of the time we like to take in staff members who haven’t got much training in the hospitality industry. We like doing this as it gives us the opportunity to mould the individual to how we would like them to work with us. This can also be a problem when it comes to training up in the summer season as it is our busiest time of year. 
Not correcting mistakes made. 
A lot of the time the person doesn’t realise that they are making mistakes. This will lead them to think that their mistakes are okay. Mistakes can lead into bad habits; we are all guilty of this. 
Not asking enough questions to senior members of staff. 
A lot of the time when you start a new career, you tend to be a bit shy and reserved to your new team members. We all want to ensure a good first impression. A lot of the time you agree to a new task and not know how to achieve it at the right standard to the business. It is important to ask as many questions as possible. There is no such thing as a stupid question when you start a new career. 
Temporary staff making it waste on funding. 
Due to our business being a tourist destination a lot of the time we need staff for the peak season, which is summer. So many of them go back to studying. Due to the expense of sending staff to get barista training, there isn’t much point in spending money on staff that are only temporary. This can lead to a loss of funding. 
Not enough money for professional training. 
Due to our business being a charity, we rely a lot on money coming through to the gardens from the government. It would take some convincing from the finance department to ensure funding for training. 
Different training in other cafes. 
A lot of our staff members have worked in other cafes and have made coffees differently and have stuck to their way of making them that way. This can cause a of confusion. 
Not listening to customers complaints.  
[image: Diagram

Description automatically generated]We get most of our complaints through social media. This can be frustrating as the comments aren’t made to the staff members to acknowledge the mistakes they are making. However, we do get complaints face to face, and due to some customers are keen coffee drinkers they know their coffees, and once they get their so called “perfected” coffee, it still isn’t right in their eyes. 
Propose a range of alternative solutions to the problem
There are a few options to resolve this issue. The easiest solution would be just to leave it, however this does not resolve the issue of how well we make our coffees in the café. It is impractical and doesn’t progress our team well. The other plan is a cost effective one. This would be to have all staff members to go on a training course. We have 28 members of staff in our team. Some can drive to the location, and some cannot drive which makes it a challenge. The training centre is in Ammanford, and they spend two days with the team to train them. The company is called Coaltown coffee. As a café we use their coffee beans as it is locally sourced, and we always like to support smaller companies. If everyone in the team did the full training it would cost us £2,800. It is expensive to us as a company as we rely so heavily on donations as we are government funded. This would very likely not be able to happen as it is too costly. 
The third solution is to only train senior members of staff. Due to many of our staff being young students, we tend to lose them half of the year and the course wouldn’t be worth wasting the funding on them. If we trained 10 members of our senior staff it would be cost effective and doable. It would cost us £1,000, which as a company we can afford. When the students do come back and work with us, the senior staff members can train them up to the standards we learned throughout the course. Below is the link on the Coaltown coffee website which entails all the information on the barista training. 
https://www.coaltowncoffee.co.uk/collections/vendors?q=Coaltown%20Roastery

	[bookmark: _Toc10392230]Specific 
	The end goal is to have fully trained and qualified baristas. 

	Measurable 
	To measure our success we will have confident members of staff that can all achieve coffees to the highest standard to our customers. 

	Attainable 
	We need to put in place a timeframe of when we can achieve barista training with Coaltown. 

	Relevant 
	As we have had a renovation with the café this year, it is now time to ensure that the team also work and aim to learn new skills and qualifications. 

	Time-Based 
	To ensure the funding and time to do the barista training I will aim by the end of this year that senior members of staff are fully trained baristas.




Using a decision making technique, evaluate a range of solutions to identify the most appropriate option

	Factors 
	Cost 
	Time 
	Transport 
	Staff 

	Fun
	Distance 

	Weighs 
	5
	3   
	3    
	3
	5    
	4

	Train all staff
	0 0 
	1  3
	2     6
	2     6
	3    15
	2    8

	Do nothing 
	3 15
	0  0
	0     0
	0      0
	0     0
	0     0

	Train senior members of staff
	2 10
	2  6
	2     6
	3      9
	3    15
	2     8


Above is a grid analysis. The factors I have listed are the key points to as to think of when applying the solution to the problem. There are three different objectives we can consider to solving the issue. One is to train all staff, train only senior members of staff, or to do nothing. To train only senior members of staff is highly scored, which has made it the best solution. The grid analysis has determined that to train all staff could lead to it being unpractical on costs and staff. To do nothing is only good on the funding of the business. 

[bookmark: _Toc10392231]Develop a detailed plan for implementing the solution

In order to ensure that the project is successful, and it runs smoothly I have used to Gantt chart to time down every task I want completed in its time. As you can see below several the tasks are relying on other tasks for their completion. I have put a time frame of 6 months for all staff to be fully trained and confident to train staff members who come back to us in the spring. 
For the task to be completed, I need to discuss the funding with the finance department we have. While we will have the funding, I need to ensure that I have the numbers correctly. I will show them the cost analysis chart for them to see that barista training is an essential part of the café to become more successful. The highlighted part on the chart is the tasks that I will need to complete. As I am the supervisor a lot of the tasks will have to be through me. The last task will be when the senior staff members will ensure that when casual workers come back to work with us are trained to our new standard of coffee making. The senior staff members are relying on myself to organise a training day for them to new learn skills. 
When working in the Botanic gardens we have a list of jobs that define the staff “fully trained”. In order to ensure the standards are kept and the training day wasn’t wasted, I will also put down that when the new members of staff that join us are fully trained in coffee training through the standards of Coaltown coffee. 
	Task
	Earliest Start Date 
	Length
	Dependent On 

	A Discuss funding and arrange a meeting to arrange training.
	15th of September 
	1 week 
	

	B Organise a training date(s)
	
	2 weeks 
	A

	C Organise transport for the staff.
	
	1 week 
	B

	D Go to the training day.
	
	1 week 
	C

	E Ensure staff that are only part time get trained again with senior staff with training experience. 
	
	6 months
	A, B, C & D 




[bookmark: _Toc10392232]Communicate the plan to relevant stakeholders
The botanic gardens have several departments. From scientists, HR, and of course us, the hospitality team. We all strive for that every person that chooses to spend the day at the Botanic Gardens have a wonderful experience. With training days that can cost some money for the gardens we need a meeting. This meeting will have all the above apart from the customers themselves of course. Huw Francis runs the gardens and has the final seal of approval. Money can be tight, and that is why we have Catrin to ensure the funding is there for projects. Cellan is the brains behind all catering managing. Him and I would have to arrange a meeting with Catrin and Huw to convince them that we need barista training. We know our customers well and know what they want. We are confident enough that £1000 could go far for us to train our staff to their best of abilities’. From above in the Gantt analysis, we have planned a meeting on the 15th of September to discuss the barista training proposal. 

	[bookmark: _Toc10392233]Stakeholder 
	Role 
	Influence 
	Needs 
	Expectations 

	Catrin Williams  
	Finance director 
	Ensures and agrees on funding for each departments needs. 
	To ensure that there are correct figures to support projects to ensure funding is used rightly. 
	Higher sales are made and that every department is aiming for higher sales every month. 

	Cellan Williams 
	Catering coordinator 
	Ensures that his team are working to their best abilities and aims for better KPI’s. 
	To expect the highest standard of service to his customers. 
	That every staff member works to their best abilities for the customers that come in. 

	Huw Francis 
	CEO of Botanic Gardens
	He influences every head of department in the gardens. 
	To ensure that every department is working to their best ability.
	That every department are working hard and achieving better sales every day. 

	Customers 
	
	On sales for the entire gardens. 
	That they have the best customer experience. 
	That they have outstanding service through their time in the gardens. 






Assess appropriate monitoring and review techniques to ensure successful implementation of solution 

As seen from above we have used different techniques in order to implement a solution to our problem. Our problem being that the coffees aren’t the right standard for our customers. The Gantt chart is an effective tool as it has been used in many businesses as a scope to date each task and when to accomplish them in a timely manner. A lot of the time a business will know and acknowledge a problem and do nothing about it and leave it simmer until the problem becomes bigger. The Gantt chart will ensure that us as a company use our time to the best of our ability. Time is often key for the Botanic Gardens as we experience a high demand of customers coming in the peak period which is spring/summer. To determine the success of the Gantt chart, by the start of next year (2022), all staff will have had the barista training, and then to progress training temporary staff in the spring season. To know we have done well, we have decided to create a questionnaire for the regulars that come into the café to see if the coffees have improved. With doing the questionnaire they will then have a free coffee on us. A lot of the time customers like to have freebies, this will improve our view if the training has done any improvements to the standards we aim to achieve. 
As we are a charity, money comes in the equation largely. Any project must go through the stakeholders, which are the finance department and the CEO of the company. In order to do it as money efficiently as possible, they have opted not to have every member of staff trained. In the Gantt chart above, they will discuss further on in the project to see who would like to do the training and who wouldn’t. They have decided on ten members of staff to get trained and not the whole team, which would be 28 members of staff. If we had all twenty-eight members of staff trained, the cost of the training would be considerably more for the company. When the summer season does come and the remaining 18 members of staff come back to work with us, the senior members will be training the staff that come back to us. This ensures they use our money wisely and effectively as possible.  
As this an important project milestone need to be hit at the time we have planned. They have already discussed with the finance advisors the plans I wish to take forward and have agreed to the training. In order to set this project up and running, the Gantt chart is vital to track the progress. It is always possible to change the dates in the Gantt chart if time is slipping through our hands. With this project going forward we do have a 6-month timeframe to track our success, and I am confident in the problem solution planning that I have implement that it will be resolved. 





[bookmark: _Toc10392234]The botanic gardens have several departments. From scientists, HR, and of course us, the hospitality team. We all strive for that every person that chooses to spend the day at the Botanic Gardens have a wonderful experience. With training days that can cost some money for the gardens we need a meeting. This meeting will have all the above apart from the customers themselves of course. Huw Francis runs the gardens and has the final seal of approval. Money can be tight, and that is why we have Catrin to ensure the funding is there for projects. Cellan is the brains behind all catering managing. Him and I would have to arrange a meeting with Catrin and Huw to convince them that we need barista training. We know our customers well and know what they want. We are confident enough that £1000 could go far for us to train our staff to their best of abilities’. From above in the Gantt analysis, we have planned a meeting on the 15th of September to discuss the barista training proposal. 
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