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[bookmark: _Toc78971806][bookmark: _Toc456901517]Define a complex problem in the workplace, including its scope and impact

Working in the hospitality industry is hard, each day is different from the day before. I used to work as a bar manager working for a major company called Novus Leisure, they had 52 bars in the U.K. Since I started in 2011, I have always wanted to improve service quality, speed and efficiency, as well as increase profit. It was difficult to meet a weekly target by working as a bar manager in an establishment of 750 people. We always have a problem after happy hour was finished from 19:00 to 20:00, the sales are very low compared with Happy Hour. First the Happy Hour started at 18h00 and ended at 19h00, during this period all prices are discounted by 50% (excluding premium champagnes). The GP (gross profit) when prices are full is between 65% to 70%, and 50% lower in Happy Hour 32.5 to 35% GP. In this scenario I made before, I extend Happy Hour by one hour, it was a very similar process, but slightly different than I will do now after learning this module. I integrated what happen with new knowledge gathered at this module during the convention, but now much better because I used different technique to promote this like identifying the problem with Fishbone diagram, a better communication plan, brainstorming and mind mapping, CATWOE, SMART objectives, 5 Whys, Gantt chart, a detailed action plan. It was not a complex problem one simple to fix it, but not all the people thought about this in my previous company I worked. According to the Assignment Guide, it is preferable to begin with a simple problem and, once the process is understood, proceed to a complex problem.
Between 19:00-20:00 bar sales are flat Monday through Thursday; sales are between £0 and £30. And Friday and Saturday sales range from £30 to £70, totalling about £400 a week. Most of the customers when Happy Hour is over are unhappy and are always long queues at the bar and always, we have had some incidents about it.
As a bar manager this is a problem to not have sales after Happy Hour finishes, including the staff as they must take one or two-hour break, unpaid, until the venue become busy at around 22: 00 one staff who is working from morning is not affected by this, but the night shift dose. Not only do they have to go home, but they are not paid and must go back there when the place is busy. 
These hours Monday through Friday between 19-00 and 22:00 have a significant impact on the weekly target. We had trouble increasing profit due to the competition around the place, everybody used different techniques to attract customers (live bands, karaoke, street flyers, free drinks and so on) but none of the sites used an extended Happy Hour.
The individual responsible for the management of the site was the General Manager. Approval should be given for any changes to the structure of the premises, including the additional Happy Hour is area manager who is accountable to the CEO. Bellow General Manager, I was the Bar Manager responsible for the staff of the bar, the inventory and the staff rota. Usually, for promotions, the sales team is responsible, but occasionally the company asks any staff to come up with ideas to increase sales, and in exchange they reward you though is a good idea through bonuses and promotions. This was the occasion to plan and present some improvements at the quiet time after the end of the Happy Hour. The sales team was good at promoting online, but not good at solving problems like this, because they do not have the customer face to face experience.



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

I used CATWOE to find out what the problem was. CATWOE was defined by Peter Checkland and is simply a checklist for thinking and we can use it to stimulate open thinking. According to P. Kukhnavets (2017). CATWOE is a problem-solving checklist and was developed by David Smyth in 1975, who used 6 elements to solve a problem when combined.

The six elements consist of:

1.C=Customers
2.A=Actors
3.T=Transformation process
4. W = World View
5. O = Owner
6. E = Environmental constraints

1.C = Customers – is the first step in CATWOE to identify who the customer is.

•	Who has received the message?
People who enjoy a day out, having fun and socializing.
•	What's the matter with these people?
Unhappy when Happy Hour finishes.
•	How are they going to respond to your proposal?
Ecstatic, charming, when somebody gives 50% for an extra hour.
•	Who is winning and who is losing?
Winners: Customers for one hour longer and staff for overtime and managers to reach the weekly target a lot easier.
Looser: competitions, all venues around.


2.A = Actors- like live entertainment are the people who implement the changes to play their part.

•	Who are the players who are going to 'make' the solution?
Bar Manager and Deputy Managers-background (stock rota end of the week daily task) and bartenders, security staff are on the front of the house.
•	How does that affect them?
30% increase Gross profit in one hour a day, staff tips.
•	How are they supposed to react?
Happy to work extra hours and do more tips and reach the target.

3.T = Transformation Process- is the process where the systems are affected by the change, a change can led to another change and can affect another area of the business.

•	How do we transform inputs into outputs?
Staff training, extra stock, extra staff on rota.
•	What inputs are involved? Where are these coming from?
Beer, vodka, whisky, gin, liquor and more. Fruits, condiments, ice cubes and syrups, delivered each Tuesday and ordered on Mondays.
•	What are the results? What are they doing?
Sold per product or blended into cocktails, the result is cash.
•	What are all the steps in between?
Ordering, delivery, warehousing, preparation, sales.

4.W = World View is taken as the whole picture.

•	What is your real problem?
Struggle to reach the weekly target, to find a solution to improve the time after Happy Hour finished.
•	How does any solution have a broader impact?
If you find a solution to the problems, you can move on to others, that's the impact on the managers, they can go on otherwise will be caught in the problems.

5.Y = Owner-are the people who can affect the decision and control the system.

•	Who owns the process or the situation you're changing?
Area manager.
•	Can they help you or take you down?
Both, but in this situation should help, increase profit and especially quite periods in sales are always taken into consideration when you present correctly detailed plans like in this task. 
•	How could they stand in your way?
COVID-19 could be a problem, we can't do anything about it.
•	Why should they help you?
30%+ Gross profit in an hour when it was very quiet.

6.E = Environmental constraints: any restrictions which could prevent the system from being implemented.

•	What are the ethical limits, the laws, the financial restrictions, the limited means? 
The actual license covers everything, there is no need to apply for an extra license, everything else is covered by daily opening hours. Resources can cause some problems. For instance, personnel are infected with COVID-19. We can have short-term staffing, such as not opening the site if others are infected.
•	How is that going to interfere with your solution? How do you get around these things?
Covid-19 is out of our control. One solution is to ask other bars if they have extra staff to borrow and post on social media for extra staff. An alternative is to hire part-time employees.

Another diagram to identify the root cause is Ishikawa is also known as Fishbone diagram. This fundamental concept was used in 1920 for the first time, but in 1960 popularised by Kaoru Ishikawa. The root of the problem is the empty venue after happy hour ends, there are no sales to cover the staff and achieve the weekly target. The place is quiet afterwards and appears empty, difficult to attract customers inside. This is the cause as shown below on the fish skeleton on "ribs". The head of the skeletons represents the effect. These are also called herring bone diagrams, cause and effect diagrams or Fishikawa according to A. Hayes (2021).
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[bookmark: _Hlk81652727][bookmark: _Toc78971807]Promotions are only a few made during this period, but none covers 50% discount.
Customers do not like to spend full price, and they just leave to different places.
Without selling during this period, the target is very difficult to achieve, which leads to unhappy managers.
Staff are required to take a long break without pay.
Stock without sales the stock is not rotating and might lead to waste. 

To find the root cause, I also used the 5 Whys technique is by asking questions about the root cause:

The 5 whys were developed by Sakichi Toyoda, the Japanese industrialist, inventor, and founder of Toyota Industries in 1930, but become popular in 1970 to solve problems and Toyota is still using these days.

1.Why is quite after Happy hour finished?
Customers don't like to pay the full price, they like to negotiate and request discounts these days, when you end this, they migrate to different venues.
2.Why do customers migrate to different venues?
No promotion or discount will be offered after Happy Hour ends.
3.Why is there no discount or promotion after Happy Hour?
There are promotions, but none provides a 50% discount.
4.Why is there no promotion, then?
There is a basic promotion such as outdoor flyers, but for the night, there is not one after the end of the Happy Hour. We tried with live bands, but the cost to hire a band was more than the profit we were making at that time. Few customers took an interest in live bands. We also tried karaoke, but it was a failure because customers do not enjoy singing in front of others. 
5. Why not use 50% off for an additional hour after Happy Hour?
Nobody thought of it before.












 

“It is easier to tone down a wild idea than to think up a new one.”— Alex Osborn
Brainstorm has been introduced by Alex F. Osborn in 1953 published his book Applied Imagination: Principles and Procedures of Creative Thinking. Is a technique for problem-solving and involve a group of people who spontaneously contribute to ideas from all members of the group to solve or find a solution to the problem.
I used the brainstorming technique to come up with the best ideas of what to do after Happy Hour. Basic map to begin with ideas and evolve towards something better, can be made electronically or a piece of paper.



This small model for brainstorming has some ideas. Not doing anything is the worst will be the same no profit during this period. Offering free admission and free beverages on the first purchase are a good option might not be enough to get people inside from the outside. Promote flyers outside are costs involved for staff to promote outside, still need something to offer for people to enter in your venue. The best option is to extend the Happy Hour because it will not involve too much, already people are inside the place as Happy Hour finishes.
[bookmark: _Toc78971808]Propose a range of alternative solutions to the problem

There are several solutions to this problem, one is not to do anything (as a manager, this is not an option for the problem). The best I choose to do is to extend the Happy Hour for another hour, creating double happy hour or extra hour in happy hour. Creating an extra hour in happy hour is very realistic because no additional license is required because it already exists. This will require additional personnel for that hour, and it will raise morale rather than having a big break so that they can continue to work until the end of the shift with a 20-minute paid break and an increase in tips.

Customers' satisfaction by adding that extra hour, they have more time to buy and enjoy drinks. This won't solve the problem after the extended happy hour ends and customers are queued at the bar. One solution for this is the home DJ to advertise every 5 minutes during the extended Happy Hour, when Happy Hour will finish and within 10 minutes nearly 20:00 the last drink announcement. 

Alternatives to these alternatives include the following:

-To hire live bands, but it is very expensive from £400 per hour to £5,000 and will not cover the sales we make.
- Karaoke is another option that we tried before, but people don't like singing in front of others.
-Free admission, but we do not always charge admission during this period only when there are public holidays or events around the place.
-Free beverage on first purchase-This may also be a very good alternative, but most customers after the first drink they leave the building and generally they purchase the cheapest drink. 

[image: ]
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Using a decision-making technique, evaluate a range of solutions to identify the most appropriate option

The best option is to extend the Happy Hour by one hour because the place will be busy for an additional hour. From the outside will seem busy, with a lot of customers, which will attract other pass buyers when they see a pleasant atmosphere inside the place. Another positive thing is staff morale will increase as shifts are no longer split. Increasing the gross profit by 30% in that time will lead to the weekly target to achieve a lot easier, which will reduce management stress. This will increase customer satisfaction and allow them to spend 50% less for an extra hour. This will bring at the beginning of the night with more customers inside instead of building without customers.

I created a cost-benefit analysis showing that the ratio will be 3.30:1 higher sale. This is a gross profit of about 33% as I predicted from the beginning, which includes a £400 expenditure on staff retraining. Hours sales for the previous Happy Hour are at least £2,500 per hour per week. I added the minimum for the benefit, including a minimum charge for the door entry in £300. That's a total of £2,800. I also included the dry cost at £25 per hour, but it could be less, the fruits, condiments and syrups usually used in cocktails. Flyers and posters are included within those seven weeks, but they will be merged when the old Happy Hour flyers are exhausted. This will reduce the cost since we only use one brochure for the two-hour Happy Hour. The retail price of stock stands at 30%.
This analysis will continue following the completion of this 12-week period.
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[bookmark: _Toc78971810]Develop a detailed plan for implementing the solution

Firstly, we need additional personnel during the extended Happy Hour.  I used the Rota model to arrange additional shifts daily, including the cost of additional staff:

Bartender per hour =£10
Security personnel per hour=£12
Floor personnel per hour = £9.

	Days
	Monday 
	Tuesday
	Wednesday
	Thursday
	Friday 
	Saturday 
	Sunday
	Total staff

	 Staff 
	 
	 
	 
	 
	 
	 
	 
	 

	Bartenders
	1
	1
	1
	2
	3
	3
	2
	13

	Security
	1
	1
	1
	1
	2
	2
	1
	9

	Floor staff 
	1
	1
	1
	1
	2
	2
	1
	9

	 
	 
	 
	 
	 
	 
	 
	 
	 

	Total staff 
	
	 
	 
	 
	 
	 
	
	31

	 Total cost
	£31
	£31
	£31
	£41
	£72
	£72
	£41
	£319



For a twelve-week plan for an extended happy hour, I used the GANTT model to plan. The GANTT chart was created by Henry Gantt in 1910 and can be used for planning, scheduling and review.
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Action plan:

I have developed a comprehensive plan, as you can see below, and I will go into more detail. The first contact will be week one with an e-mail with the briefing introduction of the extended Happy Hour and attach all other information to emails to the Area Manager. A second email must be sent to the Area Manager for a presentation slot to be booked for week 2, and if they agree to start preparing for the presentation. The presentation will take place via Microsoft Teams as it is faster and is now the new thing. It will be two hours with a 15-minute break to verify my notes in case I miss something. Following the presentation, the Area Manager will have one week to decide whether to approve it or not. On approval day, if it's a green light, we continue, but if it's a red light, we go back and think something else. Once approved, all relevant information will be sent to the sales team to develop flyers, and then to order the stock for 7 weeks and if is successful the Happy Hour will merge with Extended Happy Hour, another flyer must be created after week 12. For week 4 is also employee training. This is required because the need to cover certain legal training such as fire safety, health and safety, dealing with stress and intoxicated customer, and training in the house for upselling, waste, brakes, and a lot more. This will include a staff meeting for a brief presentation on the objectives and the extended Happy Hour. Week 4 is also when the sales team should push some social media ads about it.
Week 5 is a very important need to order additional stocks, the best is to order house spirits and check previous sales with Happy Hour. 

Week 6 is the most important week because it will begin the extended Happy Hour from Monday. Started from Week 6, the stock needs to be closed monitored and each night must be counted according to sales, and in case need extra stock to be ordered by Thursday after that you cannot order. From this week a competition for staff will run until week 12 with a first prize of £100, second place £50 and third place £25. This money will be covered by the area manager and is not from bar sales, it will not influence the gross profit. For the staff competition will be certain daily products for sale each product has a few points, such as single house spirit with any juice is 1 point and double house spirit with any juice is 3 points. And the best seller is the winner of the day and by the end of the week whoever has earned the most points will be the winner of the week up to week 12 where all points are calculated, and the winners will announce. This competition will boost morale and allow for better control of stocks as if I needed to sell additional stocks very quickly, I can include in the competition for as many points as possible.

Starting in week 6, staff must complete a feedback form for customers to verify if something else could be done differently and if there is a problem that we can correct. On the form, a simple question to ask about the extended Happy Hour as Would you like another hour for 50% off?  That could lead to a triple Happy Hour in the event of success. The forms need to be collected and sent at the end of the sales week to be analysed.
It is from week 7 that you can see whether the success is or not it will show week 6 if 33% is achieved on the extended Happy Hour.  If the target is not reached, that is when a modification must be introduced such as pushing through staff competition on premium drinks for sale because this is the fastest way to the highest gross profit.
At the end of week 12, if the goal is achieved, the problem is solved, and we can start solving other problems.
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[bookmark: _Toc78971811]Communicate the plan to relevant stakeholders

The plan will be communicated by email to the Area Manager at a presentation meeting the next day, which will allow some time to digest the information from the template plan. The information sent is all covered in this task as the action plan, Gantt diagram…. The next day, the presentation should not exceed two hours with a 15-minute break. Starting with a brief introduction to the problem and then presenting the solutions we discover. After presenting the cost analysis, this is the strong point of this extended Happy Hour to be approved by the Area Manager as this demonstrates the 30% profit compared to doing nothing. The decision deadline will be one week if week 2 is approved to move to the sales team to create and order new brochures for extended Happy Hour for just 9 weeks of stock, after merging with normal Happy Hour. From week 3 until the promotion commences to add flyers on the table and by staff when they sell something to let customers know in 3 weeks will be extended Happy Hour. In addition, externally through the marketing team via social media and student campuses. Week 4 in in-house refresher training, this needs to be done for fire safety, dealing with stress, health. We need to order extra inventory and personnel for week six. Week 6 Extended Happy Hour begins and at the end of week 6 to analyse gross profit and customer feedback. This will be monitored until week 12 and after it is successful, move to the next problem to solve. The Bar Manager and Deputy Manager are responsible for everything as outlined in the communication plan.
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[bookmark: _Toc78971812]Assess appropriate monitoring and review techniques to ensure successful implementation of solution 

[bookmark: _Toc456901523]The next step after the introduction of the extended Happy Hour is to watch the result. The methodology should be simple spreadsheets or daily sales charts to check how much is the increase. Share progress and benefits with other staff at the weekly team meeting through hard copy reports, summaries and spreadsheets to speed up progress. Each Monday, send the feedback form to the sales team to monitor what customers have said about this and to check if new ideas to improve are in the feedback forms. 

Monitoring and evaluation is the process by which managers evaluate progress in implementation and variances between plan and outcome over time.
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Increase sales after Happy Hour


Promote outside with flyers 


Hire a band to sing


Offer free entry


Offer free drinks on first purchase 


Do nothing


Extend the Happy Hour
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  GOAL:  Extended Happy Hour        

                  

  S  M  A  R  T   

  Specific   about the approach.   What? Where? Who? Why?  Measure  the progress and  performance.  Accomplishing   the objective requires  skills, tools and resources.  Relevant  goals make sense.  Time bounding  is necessary to define  the task in full.   

    

                  

  OBJECTIVES & ACTION STEPS  SUCCESS MEASURES  TOOLS & RESOURCES  RELEVANT TO COMPANY  TIME FRAME & MILESTONES   

 1  Extended Happy Hour from  19:00 to 20:00 in every day.  Offer 50% off on all drinks  excluding the premium  champagnes   Weekly  leads increase 3%  Extra staff including one  security at the door.   Extra stock  There is no need for extra  licence .   Profit  increase.  Weekly   checks   

 2  DJ announcement every 5  minutes during the extended  happy hour about the end  time.  Daily   DJ  Decrease complaint and  increase staff morale.  Daily    

 3                  

 4                  

 5                  

                  

  Prepared by:  Monica Iftode             

              Templatelab.com   
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6 7 8 9 10 11 12 Cost Total

List costs here 

Wet cost-Stock retail cost (30% sales) £300 £300 £300 £300 £300 £300 £300 £2,100

Dry cost-fruits, condiments, syrups £25 £25 £25 £25 £25 £25 £25 £175

Staff refresher training £400 £0 £0 £0 £0 £0 £0 £400

Flyers £30 £30 £30 £30 £30 £30 £30 £210

Posters £30 £30 £30 £30 £30 £30 £30 £210

Utilities (electricity, gas, TV licence, DJ) per hour  £10 £10 £10 £10 £10 £10 £10 £70

Total Costs employee £395 £395 £395 £395 £395 £395 £395 £2,765

Total Costs  £1,190 £790 £790 £790 £790 £790 £790 £5,930

6 7 8 9 10 11 12

Benefits Total

List benefits here

Sales Extended Happy Hour

£2,500 £2,500 £2,500 £2,500 £2,500 £2,500 £2,500 £17,500

Door entry  £300.00 £300.00 £300.00 £300.00 £300.00 £300.00 £300.00 £2,100

Total Benefits £2,800 £2,800 £2,800 £2,800 £2,800 £2,800 £2,800 £19,600

3.30:1

Net Week Benefit = Week Benefit - Week Cost

(First week)

£2,800

minus

£1,190

= equals

£1,610

Net Week Benefit = Total Benefits – Total Costs        = 

£19,600

minus

£5,930

NWB =

1953

COST

BENEFIT

Cost Benefit Analysis Template

Weeks

Weeks

              Total Costs

Benefit to Cost Ratio = Total Benefits = 

7

7

Work out ratios below
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Task Date due Responsible person  Comments  PreparationCommunication Follow-up

First touch  Week 1  Bar Manager

All the documents need to be 

sent to area manager 

1 week in 

advance 

Email Week 2

Presentation Week 1  Bar Manager

All need to be presented in 2 

hours with 15 min break.

2 weeks in 

advance 

Microsoft Team Week 1

Approval  Week 2  Area Manager 

Yes, to continue, no to find 

different solution

N/A  Email Week 2

New flyers  Week 3 Sales Team To cover for 7 weeks  N/A  Online order

Extra stock Week 5 Bar Manager

Week 5 order extra stock most 

of them house spirit, ongoing 

to week 12

Monitor 

week 1 to 5

Online order

Every week 

until Week 

12

AdvertisementWeek 4 All staff+ sales team

Social media +new flyers on 

the tables

Sales team 

1 week in 

advance 

Social media, 

word of mouth 

Every week 

from week 

4

Monitor profit  Week 7 Bar Manager End of the week 

Stock 

counting 

Emails to be 

sent every 

Monday to area 

manager

Every week 

from week 

7

Staff training Week 4 Bar Manager House training

Refresh 

from 

training 

manuals 

Face to face 

presentation 

and Microsoft 

Teams for 

people in 

isolation 

Cocktail 

test week 5

Customer 

feedback

Week 6 Sales Team

Send all the customer 

feedback forms every Monday 

to sales team

Forms to be 

passed by 

bar staff to 

customers

Forms

Every week 

from week 

6

Extended 

Happy Hour 

start date 

Week 6 Bar Manager

Monday morning on week 6 to 

check stock wet and dry if is 

enough+ rota+ encourage staff 

by organising some staff 

competition.

Rota, stock, 

staff 

sickness, 

cash, bar 

equipment’

s

Team meeting, 

posters in the 

house 

Every day 

from Week 

6

Action Plan for Extended Happy Hour
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ID STAKEHOLDER INFORMATION METHOD

TIMING OR 

FREQUENCY

SENDER ASSUMPTIONS CONSTRAINTS

1 Staff

Extra staff allocated on rota from week 5 

for staff to know extended Happy Hour 

will start on week 6

Extra stock

Follow time set on gantt 

chart 

Bar Manager 

All equipment is ordered on time and at the 

best price possible 

Weekly, posted on Friday.Facebook and 

staff rota board.

2 Area Manager Set up all processes 

Email and Microsoft Team meeting 

presentation.

Weekly every Monday Bar Manager  None. None

3 Extra stock

Forcast the sales and order extra house 

spirit and best premiums.

Online and telephone orders 

Weekly started from week 

6

Bar and Deputy 

Manager

All extra stock is ordered on time and at the 

best price possible .

Covid 19 delivery delay.

4 Customers

Customers will need to be inform from 

week 3 after the aproval there will be 

extended Happy Hour from week 6 and 

after feedback form to pass to 

customers.

Social medias, flyers , posters , 

feedback forms

Daily from week 3 

Bar and Deputy 

Manager, sales team 

and bar staff to share 

Assumes all equipment will be recieved on 

time so flyers and posters will be on tables.

Bar staff not sharing via social media.

5 Staff training

Refresher training for staff: house 

training , upselling, extra miles,dealing 

with stress and many more .

Keep all staff members upto date 

via email and meetings 

week 4 Bar Manager Staff late due Covid-19 Staff in holiday.

6

Start of the extended 

Happy Hour

Extra staff and security need to be 

ready. Extra stock and ice cubes.

Week 6 Bar Manager Assumes all staff and stock are ready and full.Staff sick .

7 Monitor 

The gross profit will be monitor every 

week on Monday as is always end of the 

week ,presented to area manager

Email and Microsoft Team meeting 

presentation.

Weekly from week7

Bar and Deputy 

Manager

None.

Internet connection down , not met the 

targets.
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