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[bookmark: _Toc80737785]I. Organisation description and Problem definition
Every organisation, regardless of its size or sector, faces challenges during its activity. Restaurants are not exception. 
In order to improve my problem-solving skills, I was asked to identify a problem that the restaurant I currently work for was facing. The subject of my study is a small bar/restaurant owned by a University institute and which therefore has students and university staff as its main customers. Beverages and fast food are served there from lunchtime to evening.

After observing my working environment and trying to identify the different problems I chose 
to work on the very common restaurant problem of "no-show". 
In the restaurant industry, this term is used to refer to people who have booked a table and who do not show up at the designated time, without giving prior notice to the restaurant or cancelling their reservation (Giraud, 2021). This is a customer behaviour that has increased over the last few years in various service industries and the consequences for the company are various such as wastage, disappointment of other customers when they are refused a table reserved by others, over-staffing, disorganisation of the service and a loss of approximately 10% of the company's annual turnover.

I have only been working in this student bar/restaurant for a month, but I have encountered this "no-show" situation more often than you might think. As the organisation does not have a well-established booking policy, people easily call to make reservations but end up not showing up at the agreed date and time. We tend to think that this happens more often with "small bookings" of 2 or 3 people, but not at all. Most of the "no-shows" we experienced in the restaurant were for large groups of more than 15 people. 
Furthermore, when making a reservation, either by phone or on the bar's website, people can only reserve tables of 6. This means that if it is a larger group, they will book 2 or 3 tables of 6 people, but if the booking is for 2 people, they have no choice but to take a table of 6. In the end, we only know the number of tables booked, but not the exact number of customers who will be sitting at a table. This increases the no-show effect and the loss of revenue for the company.






[bookmark: _Toc80737786]II. Cause and effect analysis
In aim to solve the problem of “no-show” it is important to understand and evaluate the company’s environment as well as identify the potential factors that might cause this problem and the effects that they may have. For that different analysis tool can be used such as the following.
 
[bookmark: _Toc80737787]a) SWOT analysis 
The SWOT enables an internal analysis (strengths and weaknesses), but also an external analysis of the company (opportunities and threats) which helps in decision making and strategic planning.
	Strength
	Weakness

	- Provide food and beverage.

- Low prices. 

- Fast service.

- Cosy atmosphere.

- Large plasma screens.

- Green space in front of the restaurant.

- Disabled access.

- Own a terrace.
	- Low sales on summer break (strongly depending on student customers).

- Very loud music that prevents good communication between customers and employees.

- Limited and unhealthy menu (Burger, Pizza, Chips, Hot dog).

- New staff team.

- Can not operate independently.

- Not easy to find.

- No cash payment allowed

	Opportunity
	Threat

	- Create new menu. 

- Organise regular events to attract customers.

- Expand the team.

- Develop and implement a loyalty program.
	-  Competitors targeting our key customers.

- Organisation changing its policies.

- The Brexit and the pandemic may affect student enrolments and consequently the number of potential clients.

- Customers may not show up due to bad weather conditions.
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A PESTLE is an analysis tool that identifies the key factors external to an organisation (political, economic, sociological, technological, legal and environmental) that influence and have an impact on its business. By understanding these external factors, it is possible to maximise the opportunities and minimise the threats to the organisation (Morrison, 2020).

	Political
	- Brexit
- Governmental policies

	Economic
	- National wage increasing
- Inflation
- Tax

	Sociological
	- Multiculturalism
- Place of socialization
- Local interest

	Technological
	- Development and Introductions of new technologies
- Technological awareness

	Legal
	- The Employment Rights Act (1996)
- The Equality Act (2010)
- The Health and Safety at Work Act (1974)
- Underage Drinking regulation
- Licensing Act (2003)

	Environmental
	- Tourism
- Weather condition
- Environmental policies
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Created by Dr. Ishikawa Kaoru, this tool helps to identify all the potential causes of a specific problem. According to Mr. Ishikawa it is important to identify at least 4 factors that influence our problem and to observe if changing one of them can create a new opportunity to explore. (Infinity MFG, 2017)
ENVIRONMENT
- Unplanned event
- Omission
- Disorganisation
- Change of mind
- Weather condition
- Education



METHODS
- Mail
- Phone call
- Face to face

	



High volume of “no-show”


PEOPLE
- Family
- Friend
- Colleague
- Manager
- Others

PLACE
- Music
- Restaurant policies
- Limited space
- Menu
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Once the problem has been found and the potential causes identified, it is time to think about solutions. I came up with 4 solutions to the no-show problem that the bar is facing. It is therefore important to reflect on these before implementing any of them, in order to determine which of these solutions would be the most suitable and cost effective for the organisation. An excellent way to analyse and evaluate which one would be better is to use the PMI analysis, which involves looking at their negative, positive and points of interest. Then, for each point found, a score from 1 to 5 was given according to their importance. The solution with the highest score is the one the organisation should pay attention to.

[bookmark: _Toc80737791]Solution 1: Ask for a deposit. 
This solution suggests that the restaurant ask the customers for a prepayment at the time of booking, the amount of which would be determined either by the number of people, the number of tables booked or by the average cost of a meal.
	PLUS
	MINUS
	INTEREST

	- Prevents fake bookings (+4)

- Reduce wastage (+2)

- Reduce financial loss (+4)

- Easy to implement (+2)
	- Restaurant must be eligible to introduce this policy (-4)

- Costumer may get frustrated (-3)

- May lose costumers (-3)
	- Reduce bookings number (+3)

- Must inform costumer of new booking conditions (-1)

	Total: +12
	Total: -10
	Total: +2




[bookmark: _Toc80737792]Solution 2: Sent confirmation email/message.
The company could set up an automatic confirmation message program that would send an email to the customer the day before his reservation date.
	PLUS
	MINUS
	INTEREST

	- Good reminder (+3)

- Fast process (+4)

- Easy for customer to cancel their booking (+4)

- Increase customer satisfaction (+3)
	- May not be read or receive properly (-3)

- Technical problem may occurs (-3)

-  Only considers the person who made the reservation (not each person of the group) (-4)
	- Do not give more work to do (+4)

	Total: +14
	Total: -10
	Total: +4



[bookmark: _Toc80737793]Solution 3: Blacklisting “serial no-shows”.
Blacklisting a customer means deleting them from your data and deciding that they will no longer be able to book in your restaurant. This may seem like an extreme solution, but if you are faced with a "serial no-show" (= individual who has booked more than 3 times without honouring his reservation), you might as well not have to deal with him anymore.
	[bookmark: _Hlk78737048]PLUS
	MINUS
	INTEREST

	- Reduce fraud (+3)

- Effective (+4)

- Less wastage (+4)

- Better organisation (+4)
	- Can upset the costumer (-2)

- Can create a feeling of mistrust between clients and staff (-3)

- Risk of losing regular clients (-4)

- The blacklisted customer can find another way to reserve (change of reservation name, telephone number,...) (-2)
	- Loss due to previous “no-shows” of the “serial no-showers” (-5)

- Need to allocate time to analyses data (-4)

- Long to implement (-4)


	Total: +15
	Total: -11
	Total: -13




[bookmark: _Toc80737794]Solution 4: Limit delays to 15 minutes.
The restaurant also has the possibility to inform the customer in advance of the rules it has established regarding reservations. A table will not be kept for more than 15 minutes, it is then allocated to someone else. You can notify this directly on the online reservation platform, in the confirmation email or verbally in case of phone reservations.
	PLUS
	MINUS
	INTEREST

	- Possibility to welcome new customer (+4)

- Not costly (+4)

- Easy and fast to implement (+5)
	- Customer may get angry if they arrive a bit later (-2)

- Must keep other potential customers waiting (-3)

- Do not cover the food wastage cause by a big reservation (-4)
	- Can cover financial loss (+4)



	Total: +13
	Total: -9
	Total: +4




[bookmark: _Toc80737795]IV. Evaluation of the best solution
After calculating the total score for each solution, we get the following results.
	Solution
	Total score

	1: Ask for a deposit.
	+4

	2: Sent confirmation email/message.
	+8

	3: Blacklisting “serial no-shows”.
	-9

	4: Limit delays to 15 minutes.
	+8


It appears that solution number 2 "send an email/confirmation message" and solution number 4 "limit delays to 15 minutes" get the same score. The organisation should therefore consider these 2 solutions to solve their problem. Besides, it can be said that they complement each other in a way as it would be inappropriate for the company's image to "release" a reserved table without having even bothered to contact the customer concerned. 

[bookmark: _Toc80737796]V. Implementation Plan
In order to effectively implement these solutions, it is important to plan this process step-by-step to determine the time required for its full implementation. The PROJECT GANTT tool was used to structure an appropriate schedule as illustrated below. 
[image: ]
It revealed that the process could take less than a month to be ready to use.
The first step would be to discuss this implementation project with the director of the organisation to explain the idea and get his agreement and support. Then we should organise a meeting with all the people and departments that would be involved in this project, such as the IT department, the finance department, the director and the manager of the restaurant, to inform them of the next steps and to get their assistance. Once the tasks have been assigned, the IT department can start working on the creation of an automatic confirmation program and set it up. Meanwhile, the bar manager can focus on updating the restaurant's reservation policy and informing the customers. Finally, the restaurant could start using this new method of sending a confirmation email and allow a 15-minute delay. However, to finalise this implementation process, an evaluation meeting should be organised.
[bookmark: _Toc80737797]VI. Review your implementation process
The final stage of the problem-solving and decision-making process is to review the implemented solution to see if it is effective, if it has been well introduced and if positive effects are noticeable. With this in mind, it would be recommended to schedule another meeting with the Director at least 1 or 2 months after starting to use the automatic confirmation programme and the 15-minute delay rule inside the restaurant. 
In order to get the points of view of each stakeholder (customer, director and employees), it would be interesting to ask both clients and restaurant staff to fill in a feedback form before sharing it with the director.

[bookmark: _Toc80737798]VII. Conclusion
For each problem, various solutions can be found. However, in the case where the source of the problem may be due to the differences in values and education between humans, a perfect result may be extremely more complex to solve. But it is still important to try to reach it step by step.
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