Bar case study

You recently were transferred to a new location of the Happy Hour Bar. Your previous location was profitable, and you have been asked to turn this location around in six months.  This location has net profit margin of 17%, and your previous location had a 22% net profit margin. Customer satisfaction, based on comment cards, is at 70% for exceptional experience; your previous location was at 90%. As you approach the bar, you see several people with their phones standing outside the establishment and then walking into the bar. You introduce yourself to the staff, tell them you are going observe the operation, and will meet with the staff tomorrow morning. 

There are a lot of people in the bar, orders are being filled timely, and patrons seem to be having a good time. This is going to be easier than you thought. You are looking forward to meeting with the staff tomorrow.

After the formalities of introductions and explaining the opportunities to improve performance compared to other Happy Hour Bar locations, you open it up for employees to provide comments on what is working and what they think could improve. 

Comments include:
A waitress comments: Freedom to complete tasks based on individual preference. You follow up and ask if that is what is working or if that is an area of improvement. The waitress replies, I like being able to do things my way. 

Another waitress comments, that works great when you have been here for a while, but I am new, and I find it challenging.

Another waitress comments that too many customers leave without paying because they step outside to use the WI-FI connection from the business next store.

The bartenders are quiet.  When you ask if they have anything to add, they shrug their shoulders.

Hmm, you are perplexed because a few customers walking away won’t make such a big difference in the KPI of net profit margin or the customer satisfaction ratings.

1. Define the problem –? 

Put your answers in a different color font, please. 
Problem Definition

a. What is the problem (don’t make assumptions)?
1.  Customers are walking away without paying and this will reduce the profit margin of the business
2. There are too many customers and identifying which one has not paid is difficult

b. Who is involved in the problem (stakeholders)?
1.  Customers
2. Wait Staff
3. Happy hour bar

c. When is the problem occurring?
During operational hours

d. Where is the problem occurring?
As the customers are served, wait staff fail to trace their payment record since immediately they are done, they walk to the Wi-Fi outside the bar and end up disappearing.
e. Why is this a problem, why do you care?
It is a problem because it affects the profit margin of the bar. I care because it is my work to make sure that the bar profit margin is up.

g. Using the information above, write a problem statement and goal statement or a combination. Goal/Problem Definition (Not the solution –think about what will you be held accountable for and don’t jump to conclusions based on initial comments.):

The problem of customers leaving without paying due to the neighboring WI-FI connection outside negatively affects the bar. The impact of this is a low profit margin and finally may lead to low profit margin or even closure of the bar. A successful solution would be fixing surveillance systems and installing WI-FI and re-address the impact of the problem. 

The goal is to increase the profit margin by 5% by the end of six month
h. Check that your goal is SMARTER- Specific, Measureable, Agreed upon/Acceptable/Aligned with corporate strategies, KPIs and customer specifications, Realistic, Time-bound, Ethical, and Recorded. Rewrite if necessary.
   S-Increase Profit margin

   M-------- 5% 

   A--------- Yes, it is attainable.

   R------------ All the challenges have been addressed and so it is realistic.

  T------------ 6 months.
2. Study current situation

Customer comment cards with rating less than exceptional are reviewed. A very low percentage of patrons actually complete comment cards, so you will have to dig deeper into the comments you do have.
· Where is the WI-FI?

· Waitress was rude

· No WI-FI

· Mixed drink was too weak

· Wine glass was only half full

· Waitress was short with me.

· No WI-FI

· WI-FI!!!!
· Plate was dirty

· It was a nice experience

· Mixed drink was mostly soda

· No WI-FI

· Tables too close together

· WI-FI please
· Was there alcohol in my drink?

· What the ####, no WI-FI?

· Room temperature was too cold

· My drink was all mix and very little alcohol

3. Complete a check sheet for the data above.  (You may not use all the cause rows.) Put causes together in a grouping title that makes sense.)
	Comments 
	Occurrence of the problem
	Total

	1.Where is the Wi-Fi
	|||| ||
	7

	2. Waitress was rude                                                             
	|  
	1

	3. Mixed drink was too weak                                               


	|||
	3

	4. Wine glass was only half full                                            


	|
	1

	5. Plate was dirty


	|
	1

	6.It was a nice experience


	|
	1

	7. Tables too close together


	|
	1

	8.Room temperature was too cold


	|
	1

	9. waitress was short with me
	|
	1

	Tables were too close
	|
	1

	                                                            Total                                                    18


4. Adding WI-FI seems like an easy decision depending on costs.  Research installing WI-FI at a restaurant. Write a brief executive summary (5-6 bullet points) on benefits of installing, the simplified process of installing, and estimate of monthly costs. Document 3 reliable sources (active urls). 
· Benefits (multiple)
· Installation

· Costs-month
· 3 sources
· Boosting the sales

· Ensures free promotion

· People can pay through mobile applications connected to internet

· Helps one to know his customers better

Installation

Installing Wi-Fi is process that does not consume much time and as such, you only require the rooter, which can support multiple users. An Ethernet is used to connect the rooter to set the Wi-Fi and to connect directly from the rooter to the laptop or a computer. 

Costs-month.

Standard rooter cost $250. A computer to install and for monitoring data usage. The cost of a computer is $150. Monthly cost for the data renewal $200. Labor cost for installation is $100.  Total cost $700 Monthly Cost $200
Three reliable sources 

1. https://www.fixr.com/costs/install-wireless-computer-network
2. https://www.reviews.org/internet-service/how-much-do-internet-and-wi-fi-cost/
3. https://www.securedgenetworks.com/blog/how-much-does-a-new-wifi-network-cost-instant-budgetary-quote
5. You have reviewed alcohol purchase orders compared to inventory and everything seems to be in order.
You review receipts and compared them to daily cash register balances. Ok, now we found part of the problem. The register is typically short. Hmmm if you are unfamiliar with the bar business you may want to research tips for running a bar, improving profit margins in bars, bartender polices etc. This will helpful later on in the case study as well. The research will help you understand why the till is short and why the drinks are weak. Drawing a cause and effect can be challenging. Use a table, which I have started for you. 
Complete a cause and effect to find root cause(s)

Remember to ask why 5 times








































































































































	Effect- Register typically short

	
	Why 1
	Why 2
	Why 3
	Why 4
	Why 5

	Cause 1 a Policies, Procedures
	No written procedures

Root cause
	
	
	
	

	Cause 1 b Policies, Procedures
	No consequences for doing things different
	No policies

Root cause
	
	
	

	Cause 1 c Policies, Procedures
	Everyone does things differently
	No procedures or controls

Root cause
	
	
	

	Cause 2a

People
	Walk to Wi-Fi outside 
	No one follows them outside
	Waiters recklessness

    Root cause
	
	

	Cause 2b

People
	Half full glass of wine

     Root Cause
	
	
	
	

	Cause 2c

People
	Alcohol mixed with soda

           
	Alcohol content very low
	Alcohol mixed with other drinks Root Cause
	
	

	Cause 3a

Equipment and machines
	Music equipment
	Wi-Fi installation Root Cause
	
	
	

	Cause 3b

Equipment and machines
	DJ equipment
	Type of music played
	Wi-Fi networks

Root cause
	
	

	Cause 3c

Equipment and machines
	Digitalization of the club

Root cause
	
	
	
	

	Cause 4a

Materials and supplies
	Lack of enough tables
	Closeness of the 

Table. Root cause
	
	
	

	Cause 4b

Materials and supplies
	Quality supply of wine

Root cause
	
	
	
	

	Cause 4c

Materials and supplies
	Other drinks supply an presence in alcohol
	Alcohol mixed with other drinks Root cause
	
	
	


6. Complete a cause and effect to find root cause(s)
Remember to ask why 5 times. You use a table similar to question 6.



























































































































	Effect- Customer Complaints on weak drinks

	
	Why 1
	Why 2
	Why 3
	Why 4
	Why 5

	Cause 1 a Policies, Procedures
	No written procedure
 Root cause
	
	
	
	

	Cause 1 b Policies, Procedures
	No patrol to verify quality brand 
	No quality personnel

    Root cause
	
	
	

	Cause 1 c Policies, Procedures
	Waiters are careless

Root cause
	
	
	
	

	Cause 2a

People
	People are so much careful
	People are very much choosing
	Quality is not taken care of it here. Root cause
	
	

	Cause 2b

People
	No reasons for complaints
	Discouraged with services
	Alcohol varieties limited Root cause
	
	

	Cause 2c

People
	Too much, focus on effects. Root Cause
	
	
	
	

	Cause 3a

Equipment and machines
	Weak security equipment to monitor quality. Root cause
	
	
	
	

	Cause 3b

Equipment and machines
	Lack of substantive branding machine.

Root cause.
	
	
	
	

	Cause 3c

Equipment and machines
	Lack of digitalization of machines.

Root cause
	
	
	
	

	Cause 4a

Materials and supplies
	Substandard brands of alcohol. Root Cause. 
	
	
	
	

	Cause 4b

Materials and supplies
	Mixing of alcohol with other drinks during production. Root cause
	
	
	
	

	Cause 4c

Materials and supplies
	No follow up for the standard of drinks delivered. Root cause
	
	
	
	


7. 
a. Make a Pareto diagram based on customer comments from question 3. Remember to sort data highest to lowest.

b. Include the accumulative % line.
c.  Interpret the Pareto diagram. What does the chart tell you?

 d. What additional information do you need to continue to solve the problem?
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8. What are the root causes based on 
a. Cause and effects?
1. Lack of staff motivation and routine in-house keeping. This allows breeding of comfort and corner cutting attitudes with staff-customer interaction.

2. Lack of Wi-Fi. People moves to the outside where there is Wi-Fi

b. Pareto?
Wi-Fi is the major root cost with 39% of the occurrences.

Drink to leak were the only other to have multiple occurrences.  

9.Decision Criteria 
Decision criteria are not solutions, there are the criteria you will use to help select between potential solutions. Decision criteria typically fall into financial, ethical, quality, customer satisfaction and time bound. Remember decision criteria should be SMARTER.
Remember for the car case, decision criteria were $25,000 or under, 35 mpg, fits five people etc. For most projects, a manager is responsible for decision criteria that might include does it fit within my budget or cost no more $xxxxx, timebound or how quickly it can be done etc. Think about the KPIs (key process indicators you are held accountable for).
Developing the following criteria:

a. Timebound criteria
Offer group trainings slightly before the bar opening hours. This will allow for induction of staff and management
b. Cost/budget criteria

Install portal Wi-Fi routers.

Repair the mixology equipment and if necessary, replace it with the one with an auto-icing feature

c. Customer Satisfaction criteria

Hire more bartenders and waiters to take and receive customer orders discreetly. Hire a doorman or introduce a check system for through recheck of customers entering and leaving the premises

d. Net profit or ROI criteria
Use an automated cash box that records and keeps tabs on daily sales of drinks.

Allow only one operator of the cash register and books in store with supplies under strict instruction and supervision.
10. Brainstorm alternatives/solutions. Remember brainstorming includes all ideas whether they fit decision criteria or seem reasonable. (include solutions that address your root causes from  #8) List your ideas.
The management should relocate the backroom store to the upper floor to create more room for the main bar room. 

             A professional mixologist should be hired to work with the bartenders in case of a cocktail order from a customer

Use measuring tools/equipment to make every drink for consistency every time.

Schedule weekly or monthly training sessions.
11. Research best practices for managing a bar or running a bar. Find three reliable resources. Identify solutions (i.e. procedure manuals) to improve net profit margin and customer satisfaction.  Add to your list of alternatives/solutions and list your three sources (active urls).
a. three sources (active urls)
a. https://www.shopkeep.com/blog/running-a-successful-bar
b. https://www.bevspot.com/blog/2016/05/18/15-habits-successful-bar-manager
c. https://www.webstaurantstore.com/article/63/top-eight-tips-for-running-a-successful-bar.html
b. New solutions
a. Keep the bar well stocked with varieties. Keep some beer, liquor and wines refrigerator instead of adding ice cubes.

b. Hire mixologists who can make unique cocktails to be used for certain events. Ensure the cocktails are always available and at per with trending brands. 

12. Compare top solutions from question #10 and #11 to decision criteria using a decision matrix and your SMART decision criteria from #9 and add any additional criteria. If you use a rating or weighting, remember to identify what your scale means. Add columns and rows as needed. Remove the words criteria 1 and solution 1 etc. and replace with your SMART criterion from #9 and solutions from #10 and #11. When considering solutions, they must address your root causes from 5,6, and 8. 
	
	Training sessions
	Install WI-FI/update equipment
	Increase staff
	Updated POS system
	Total

	Offer 1 on 1 training
	x
	
	
	
	1

	Purchase new equipment/tools
	
	x
	
	
	1

	Hire Mixologist 
	x
	x
	x
	x
	4

	Improve policies to track orders/customers
	x
	
	
	x
	2


13. For each solution you want to implement (you may implement more than one), identify the trolls, fears, and concerns and develop action plans to eliminate, minimize or defend/protect against negative impact. Complete a, b, and c for each solution you select. 
a. Solution 1 – Hire a mixologist 
b. Solution 1 Trolls – Increased cost of operations
c. Solution 1 actions plans to eliminate, minimize or defend/protect – Will create a menu that will allow for more consistency.  Will help improve knowledge of staff and improve morale. Show and train on proper procedures.
d.  Solution 2 – Update POS system

e.  Solution 2 Trolls – Increased costs, training will be needed, new procedures needed.

f.  Solution 2 actions- Allows better tracking of guests.  Customers to have a running tap on a CC on file. Customer leave the card on file is ran.

g.  Solution 3 – Install WI-FI
h.  Solution 2 Trolls – Increased cost, employees more distracted

I.  Solution 3 actions – Will give guests added convenience. Will improve confusion of staff.
d. For each solution you want to implement, develop specific tactics/procedures (i.e. Procedure to check employees’ bags before shifts and after shifts. (Refer to the research you conducted earlier.) Tactics need to be SMARTer.
Hire a mixologist – Schedule weekly training meetings to adapt proper procedures to make new drinks.
Install WIFI – Will install CCTV system with the WI-FI. This will monitor operations

Update POS system – All customer will have to pay in full when ordered or must hold a tab with a CC on file.
14. Develop an implementation plan with a timeline, major tasks, monitoring, and follow-ups plans. Remember to incorporate tactics from #13 and go back to your goal from #1 to align your timeline to your original goal. Use the table below for documenting your timeline.
a. Implementation Plan
	Date/Timeframe
	Tasks
	Who is responsible

	April 01/2020
	Interviews for mixologist 
	Manager/ owner

	April 01/2020
	Hire Wi-Fi installer/CCTV
	Manager/ owner

	April 01/2020
	Purchase Router
	Manager/ owner

	April 15/2020
	Update POS system
	Manager/ owner

	May 01/2020
	Implement weekly training
	Manager/ owner
Staff

	June 01/2020
	Construction of WI-FI and CCTV
	Manager/ owner
Construction Company

	June 02/2020
	New procedures go live
	Manager/ owner
Staff


b. Follow-up and monitoring plan for implementation of solutions (means) and achievement of original goal (end). 
	Date/Timeframe
	Tasks
	Who is responsible

	July 1/2020
	One on one monthly meeting
	Manager/ owner
Mixologist

	July 01/2020
	Review updates with Vendors
	Manager/ owner
Staff

Vendors

	Every Monday
	Weekly staff training
	Manager/ owner
Staff

Mixologist

	Monthly
	Review sales reports/results
	Manager/ owner

	Monthly
	1 on 1 sit-down with staff
	Manager/ owner
Staff
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