Bistro Breakfast Improvement Project

Group members:
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Scenario

S5Wi1H

What: A freshly cooked breakfast meal that includes both Chinese and western food
suitable for everyone.

Who: Anyone who comes to campus, but mainly students and teachers.

When: Mostly before morning classes, or for breakfast, but as it is open for most the
day it can be at anytime you feel hungry and wish to eat breakfast food. Any big
school events or large groups who wish to make large quantity reservations can also
contact the bistro.

Where: The NTHU students’ restaurant.

Why: 1. To reduce the process time required to buy breakfast including the queuing
time, waiting time.

2. Sharing of information: letting customers know about the latest product
information that include offers or sales, or if there are any sold out products etc.

3. To be able to offer a ordering experience that doesn't require queuing, waiting
time and the need of bringing money on you.

4. During peak hours, the lack of enough employees can affect the quality of the
meals.

How: 1. Create and provide an online ordering system.
2. Focus and place the resources and employees mainly in the kitchen, in order to
improve the production process and quality of our products.



BISTRO

BREAKFAST

Assumptions

The following table are some of the assumptions made for Bistro breakfast before
any improvement was made.

Assumption Item

Order Receive Rate 0.5 order/ min
Order Profit S40 [/ order
Salary $135 / hr (worker) ~ $150 /hr (high-level)

Execution Cost S2 / process




Business Reengineering Processes

VSM

The following diagram is the VSM diagram for the As-Is process
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As we can see from the diagram we can identify the following problems:

1.

~

There are many people buying breakfast at peak times, so
they usually need to line up.

The clerk needs to spend a lot of time keying customer order
information.

The clerk needs to spend a lot of time exchanging money,
and it may lead to a human error.

Paper bills are not easy to read because it is easy to mess up
and miss the order particularly when you are forced to work
quickly and it can not be tracked.

Manual processing like Keying order, Exchanging money and
Reading bill may lead to the human error.

Due to the lack of order integration, the store can only deal with an
order at a time, resulting in capacity loss.

The clerk needs to call the customer and wait them to pick up their food.
Low activity ratio.

Activity Ratio
Only
72.2%



Total Lead Time 10.5 mins
Total Value Added Time | 455 seconds

Possible solutions to the problems found:

Problem number | VSM block Possible Solution

Decrease waiting time about 50%. Hire more clerks, Pre-order on the

Website

2 1 Decrease key in time about 50%. A more user friendly POS, Pre-key
in on the Website

3 2 Avoid error and faster calculation. A cashing machine, Pre-paid on
the Website

4 1,2,3,4,6 Storage and pass information on time. A data base for order information

5 all Reduce manual processing . Put human resource into meal-
making

6 34,56 Avoid capacity loss Integrate orders to do batch
processing.

7 6 Remove this action. Pick meal on their own

8 all Increase activity ratio about 10%. Reduce Non-Value added actions

To-Be VSM diagram:
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Difference As Is To Be

Lead Time 10.5 mins 16 mins
Value Added Time 7.6 mins 15.5 mins
Time of Dealing an Order 10.5 mins 5.4 mins
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To compare the difference As-Is and To-Be. We can use value added time and lead
time to get the activity ratio. We can also use the lead time to calculate time of
dealing with an order, because To-be model deals with three orders at once.
Therefore, sixteen-minutes has to be divided by three, then we can get 5.4 minutes
for one order. In other words, when as is model deal with one order the to be model
can deal with two order. Then , we assume the margin profit of order is 15$, and the
peak time is 7 to10 o’clock, after calculating, we prove that to be model can gain
extra profit about 270% .

Another benefit of to-be model is that it can use data to analyze the sales
performance like the most popular product . If we can get the information, we can
prepare the ingredient efficiently, even more, we can make the meal first and
provide to someone who is in rush.

Goal of VSM:

Increase Resource Utilization > Value Added Promote

Increase Amount of Order = Profit increase

Collect and Analyze Data - Do right business strategy
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* As we can see from our behaviour model our process is a linear one, so it has
to be repeated every time a customer arrives.

* The two main constraints from our process are the ordering process, and the
food production process, which take 2 minutes and 5 minutes respectively.

* So we feel the need to improve the ordering process, which will in turn
improve the food production process to reduce the time constraints.

To-Be diagram:
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e In order to reduce the time constraints we mentioned in the As-Is model, we
created an online website for our customers to be able to make an order
online, as well as being able to come and order at the shop.

* Ordering online, allows more than one payment and order to be processed at
a time, therefore reducing the ordering time.

* Furthermore, the kitchen can start gathering raw materials and preparing
food for more than one order at a time, as he might receive more than one
order.

* The new constraint we will have to consider in this new model will be that of
the packaging.

As-Is and To-Be comparison:
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Ordering 2*3 0.5%3
Payment 1*3 1
Gathering raw material 1*3 2
Food Production 5%3 8

Packaging 1*3 1.5%3
Calling Number 0.5*3 0
Total 315 17

* As we can see from this comparison we managed to reduce the total process
time by nearly a half.

* The key is being able to accept and process more than one order at a time.

* Another factor is the calling of the number, as customers who order online,
will know when to pick up their order and will know their order ID before
hand.

Income
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As-Is organization model:

As-Is Object model:
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To-Be behavior diagram:
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To-be organization model:
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To-be object model:

As-Is and To-Be comparison:
1. Simulation
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Artivities Count |Execution Costs . Resource Cos.| Yalue Added (1) | Times (Hours)
Recieving Ordert 1 a4 44501125 a0 0.00s
Recieving QOrder? 1 Kl 44801125 al 0.008
Recieving Order3 1 a5 44501125 al 0.0os
Dealing with Order 1 44 117,815.24 0 0.242
Sum 4 1098 131,018,625 140 0.267

Activities Count | Execution Costs (1)Resource Costs | Value Added (13| Times {Hours)
Receiving QOrderl 1 38 6.75 a0 0.05
Crealing With Ordert 1 45 EO,7R3.TA i} 0124
Receiving Order2 1 38 6.75 a0 0.05
Crealing With Order2 1 45 EO,7R3.TA i} 0124
Receiving Order3 1 38 24,300 a0 0.0s
Crealing With Order3 1 45 EO,7R3.TA i} 0124
SUm G 118.48 206,664,745 140 0.524

* Atotal of 3 orders were processed in both As-Is and To-Be simulations.
* The To-Be model allows more than one order to be processed at a time.
* This in turn reduces the total amount of time needed to deal with an order.
* As we can see from the results of the simulation:
* Execution costs were lowered in To-Be.
* More than one order was allowed to be processed at a time.
e This reduced the resource cost, and the amount of time needed to

complete the whole process.




2. Cost analysis

 aumptons | pvisModol | To-se Mo

Cost Worker 135*%2 135
Chef 135 135
Sous-Chef 135 135
Computer engineer N/A 150
Execution costs 2*6*30 2%4*%30
Total 900 795

Profit Value added 50*30 50*30
Net profit/Order 40*30 40*30
Total 2700 2700
Hourly Net Profit 1800 1905

(order net profit + value added/hour -
(total cost/hour))

(1. Hourly cost= all workers pay+execution costs per order*30(one order every 2
mins) 2. 1 order every 2 mins)

As we can see our to-be model is more effective not only due to our increase in
hourly net profit, but we have also lowered our costs and increases the amount of
orders we can deal with at the same time.



Web design
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HURGER S4C MILK TEA $30 PUDDING $20

DELICIOUS MEAT AND TOMATO YUMMY MILK TEA.



Manager Functions:
We will give a set of username and password to whoever buys our webpage

The top left of our web will display” & 471~ if a manager has logged in.
After the manager has logged in the top right will include settings.

MANAGER LOGIN

Display for settings: Includes uploading a new meal with pictures, name, price and
description.

Also includes a delete function to delete any existing things on the menu.

To obtain a URL for your picture you can upload to imgur that we provide a link for.
If your upload was successful it will tell you.
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Register function: if it was successful the following message will show.

REGISTER

andy

sl

REGISTER

Customer login: Our customer passwords in the database are encrypted so there are
privacy invasion issues. The top left of our website interface changes to “EE%& 1

[f]”once you login. The top right of our interface also adds a shopping cart.

CUSTOMER LOGIN

andy

uul




Home Menu shopping Cart LOGOUT

Shopping cart function:

You can check your shopping cart anytime and it gives you the final price, you can
also keep adding products, you can also clear you shopping cart. Once you confirm
your purchase, you will be directed to the payment page where you will need to fill
in credit card details, once you confirm you will be given a number so you can go get
your meal.

L

H
i
e
Jan
i
L

fi—HREOT

WESRY AR



et BE: fEfghat
Milk Tea 6 180
PUDDING &) 60

L

f— S E 1927

E—HERI4M4 T

B
4|

FR LTI

{BR+ wHAEE L

£=1E

EEETME

Menu(After logging in as customer):
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Discussion/ Conclusion

Choose topic  — s l SW1H
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First we used 5w1h to choose the Bistro as our toplc then we applled the BPR
processes and tools TOC, VSM, INCOME to analyze as-is and find the problems. In
order to solve some time-waste /non-value/Human-error problems, we established
an online ordering system. Customers can order online pay online and can even see
the meal-making procedure online.

The Final step was that we use these three tools again to analyze the to-be model.
We compared as-is and to-be model from four aspects -Cost, Time of process,
Activity Ratio/ Order quantity

Our results show that the online ordering system and our to be models truly
enhances the efficiency and helps the bistro gain more orders and profit.

Analysis aspects | Cost




