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Introduction. 
When the Family Centre at the heart of the community is set to temporarily closed for refurbishment over 4week period, at the beginning of the year (January)
 Maintaining engagement and continued support to the families who use the centre is essential.
The coordinator and play leader have organised the use of a community hall to continue to offer play sessions and courses to parents during the closure. The hall is located about a mile and a half from the Family centre location. 
However, on the first taster session, arranged to introduce parents to the temporary venue and gauge response. The staff found that attendance was extremely low (only one parent with child attended). This presented as a complex problem that required multiple approaches to understand the reasons for non-attendance, and to solve quickly in brief period (2 weeks).
There are a number of complex issues within the lives of the parents who attend the Family Centre, so solving this issue is vital to continue supporting families and keep the sense of community and belonging which has been established, by the family centre over the past 20 years. 
To address this problem a multifaceted approach needs to be adopted, this report will consider and discuss these in further depth.
What is a complex problem? 
A complex problem has multiple elements, uncertainty and can involve a number of stakeholders, who have differing perspectives and interest. The problems do not have a clear solution and require multiple tools to address and find a root cause. This makes it difficult to have straight forward solutions. (Funke, J 2012)[endnoteRef:2] [2:  Funke, J.2012. Complex Problem Solving. In:Seel,N>M.(eds)encyclopaedia the sciences of learning .springer , Boston, MA https://doi.org/10.1007/978-1-4419-1428-6_685] 


 A complicated problem on the other hand, refers to something that has many parts, that interact, in ways that are easily understood.it may be difficult to understand but it is predictable and solved by breaking into small parts. The problem is linear and needs expertise to solve e.g. an engine tracking system is out, “knocking” noise, loss of power when accelerating. A mechanic can solve these problems easily with the expertise they have with mechanics and engines.
Factors to consider in Family Centre.
· New location
· Accessibility 
· Transport
· Communication about the venue (not aware)
· Concerns about unfamiliar environment 
· Emotional / behavioural/mental /physical issues of parents and children 
(ADHD, Autism, Anxiety, Depression, Domestic Abuse, Dyslexia, PTSD, Dyspraxia)
What is a Family centre?
Family centres are non- profit, community charity projects, located in areas that have been identified as “high poverty areas” by the local authorities. 
They are funded by various grants that are available to help families in need. E.g. Children in need, Commissioner Police Fund, Church diesis etc. 
The family centre follows the “7 core aims of Welsh Assembly Government” to give all children and families the best start in life. Whilst also following the Early Years Foundation Phase Educational Curriculum. They provide need-based aid to families who can be affected by a range of events, including, but not exclusively, drug abuse, alcohol, physical and mental illness, domestic violence, any abuse (sexual, physical, emotional, financial, neglect). 
They focus on the relationship of parents and their children improving quality time interactions, remodelling positive parenting, whilst implementing activities. Helping parents understand that they themselves are the “First Educators” of their child, and importance of play, reading with their children in their development. 
The centres provide stability and support, as well as training and education for both parents and children. 
There are eleven family centres in Carmarthenshire under the “umbrella” of Plant Dewi Family Centre.[endnoteRef:3] [3:  https://fis.camarthenshire.gov.wales/families-first/family-centres.] 

Welsh assembly government & core aims. (Based on the rights of the child UNCRC) 
Seven core aims are, as follows: that all children and young people:
· have a flying start in life.
· have a comprehensive range of education and learning opportunities.
· enjoy the best possible health and are free from abuse, victimisation, and exploitation.
· have access to play, leisure, sporting, and cultural activities.
· are listened to, treated with respect, and have their race and cultural identity recognised.
· have a safe home and a community which supports physical and emotional wellbeing.
·  not disadvantaged by poverty  [endnoteRef:4] [4:  htpps:// www.gov .wales.>childrens-rights-information-children] 


Scope and Impact.
The scope and impact of a problem refers to the amount of people affected, and in what way they will be affected. 
In context to the Family centre, it is vital to understand this, to prioritise resources and efforts to maintain effective support of families whilst also the impact on community and shareholders (generating and maintaining funding to remain open.)
The table below shows the scope and impact of the problem.
	Scope- who is affected?
	Impact-how are they affected?

	children
	No access to play resources.
Education pre-school (cognitive, social, emotional, physical, development, directly affected with lack of access)

	Parents
	Social isolation 
Access to resources (domestic abuse, mental health etc)
Support of staff and other parents.
Access to courses. free trips  

	Staff- Playworkers, Sessional worker, Co-ordinator.
Volunteer youth workers
	Loss of work hours 
Loss of funding and resources 
No access to support parents and children
Youth workers- no longer able to gain skills in community, build trust, confidence, and certificates to further their education and work opportunities.

	Community
	Loss of much needed support and resources, for families, If centres close. 
School – loss of children attending family centre acts as mediator for some parents and children  

	Health visitors 
	Loss of parent and child sessions at centre.
Inconsistency of access to parents, parents more likely to see them at centre.




Brainstorm/Idea-storm. 
To help identify the root problem of families not attending sessions at the temporary venue a. “Brainstorm”[endnoteRef:5] or “Idea-Storm” was created, with staff and parents. [5:  Osborn Alex. F. 1953 Applied Imagination: Principles and Procedures of Creative Thinking. Publisher Charles Scribner's Sons;3rd revised edition (1 april1979) ISBN-10 0684164162560 ISBN-13 978-0684162560 ] 

·  Areas in Pink were identified as ideas to investigate further.
·  Areas in Blue were discarded, as not feasible due to, time, cost, and weather.
 See Fig:1 below.
[image: ]      fig:1 Brainstorm /Idea-storm diagram 
Cause-and effect Diagram (Ishikawa).
This information was taken to create a Cause-and-Effect Diagram (Ishikawa.[endnoteRef:6] ) This identifies other underlying complex issues that parents and children attending centre already have.  [6: ) https://safetyculture.com/topics/ishikawa-diagram 
 Ishikawa Karou 1960 Ishikawa diagram. Anticipate &solve Problems with Your Business. Publisher 50 minutes.com published 17th sept 2015 ISBN-10 2806270650] 

The identified problems are highlighted into assorted colours, as: 
· Pink: solvable short term by staff of family centre.
· Blue: ongoing complex issues of supported families/children  -monitored and evaluated by professionals as a team at family centre along with other professional services. 
· Dark Green: unavoidable events -not controllable or preventable. (Illness, weather)
 see Fig: 2 Cause and Effect diagram (Ishikawa) 
[image: ]   FIG:2 Ishikawa diagram


Decision Matrix solution tool. 
This information from the Ishikawa diagram is taken to create a Decision Matrix [endnoteRef:7]  (Stuart Pugh 1960) to give the best solution from the list.  [7:   https;//decideact.net./whats-a-weighted-decision-matrix# @10.00am 12/08/24
Pugh Stuart The Pugh Matrix, Decision Matrix 1960.
] 

The Decision Matrix [endnoteRef:8] Pugh Matrix, is a tool that can be used to identify the best solution after identifying the criteria relevant to the problem. It enables a person to compare each solution against a standard of evaluation criteria to find the best solution possible against other viable options.  [8:   https;//decideact.net./whats-a-weighted-decision-matrix# @10.00am 12/08/24
Pugh Stuart The Pugh Matrix, Decision Matrix 1960.
] 


Solutions identified and criteria. 
· Transport (provide mini-bus  )
· Change venue (library)
· Current venue (hall) unfamiliar, distance too far.
· Lengthen session times. (parents can arrive straight from morning school run, have free lunch, leave for afternoon school pick up) 
· Staff drive own vehicle (multiple journey)
· Close sessions during 4-week renovation. (breach of funding)


Criteria: 
Time – How long it will take to arrange or achieve?
Cost- The cost to Family Centre
Ease – How easy will it be to implement?
Comfort – Comfort/size/ distance of venue, comfort of transport solution, 
These will be ranked 0-5:
0= being the best, and 5 =being the worst.
See FIG: 3 below.


 Decision Matrix. (Stuart Pugh) Weights(criteria) and Factors (options). FIG:3
	criteria
	cost
	time
	ease
	comfort
	
	total

	
	1
	2
	1
	1
	
	5

	solutions
	
	
	
	
	total
	

	Provide minibus
	5
	4
	4
	2
	20
	19

	Staff own car
	4
	4
	5
	3
	17
	20

	Library change venue
	0
	1
	1
	1
	3
	4

	Hall current
venue
	5
	4
	4
	4
	17
	21

	Extend session times
	1
	1
	1
	1
	4
	19

	Close sessions for 4wk
	4
	5
	3
	4
	25
	20


 

Conclusion 
 This has now identified the best solution for the family centre to implement to benefit all involved. 
The area coloured in green are the most beneficial to both the parents and the staff. With criteria that was identified as important. They are easy to implement will take little time to organise, cost is minimal. It has identified two solutions that can be implemented. With high benefit to all stakeholders.

 


The first best solution, identified: 
Changing location for the temporary session to the community library. The Family centre has run sessions at the library on many occasions in the past, which were successful.  
· The parents have high attendance to the previous sessions.
·  The library does not cost the family centre to hire. 
· The library is centrally located it is 5min walk from family centre location, 
· The library benefits from the session as family centre encourage parents to join and take out books from the children, the children enjoy doing this. 
· Within sessions staff do story time, songs, puppet stories, which are essential in Development of childrens cognitive, language and social emotional development. 
·  Parents understand the importance of books for learning.
·  The community library will remain open, it is an established facility in the centre of the community which is much needed.
· Not all parents have access to computers (library free access.)
 Research and psychology have found that reading books and stories is one of the most important activities for developing knowledge, language, and cognitive skill in young children. (Bus et al.1995. C et al ,2006 [endnoteRef:9] ) As Family Centre and Community library promoting reading at the sessions, is important. Parents are encouraged to download and print (free at library) packs to help with child development. downloadable and printable pack available on Welsh government site[endnoteRef:10] [9:   https://www.education.vic.gov.au.documaent/aboutresearch/ readtoyoungchild.pdf  @ 12.25 10/08/24 
https://www.gov.wales/talk-with-me ]  [10:  https://www.gov.wales/talk-with-me
] 

The second-best option, identified:
Extending the session times and length to coincide with school, morning drop off and afternoon pick up.
· Parents already leave home in morning to drop off older children at the school. If they go home straight away, they are less likely to come back out an hour later to attend sessions which start at 10am.
· Extending the session times in morning, enables parents to come straight from the school to the library sessions.
· Providing free light breakfast/coffee/juice:  such as croissants, fruit, yoghurt, motivates the parents to arrive straight from morning, school drop off.
· Extension of sessions to an afternoon, after lunch. Enables parents to leave in time for school, pick up at 2.45pm.
· The Family centre providing the free, light lunch/ refreshments. Alleviates cost of living, (free food). Also, addresses isolation, due to lack of access to money (domestic financial abuse)
·  Parents can socialise with other mums during breakfast and lunch. They can also they can chat with staff (privately if needed) about any issues they may have. 
·  More activities /courses can be offered, with two longer sessions, per day, 3 times a week. As opposed to the one, 2hr session offered previously.
· Having a session after free lunch, and being able to leave to go to school, pick up at 2.45pm. This allows more fluidity to the morning and afternoon school routine day. 

 Conclusion. 
There are many increased benefits to both parents, Library, community and staff of family centre.
 A more fluid holistic service of, support, courses for parents, education and play, which increases all areas of child development, can be delivered.
 With the simplicity of extending sessions, the family centre can improve services hugely. 
The hours of playworker will be the same, only needing to add a sessional worker to attend and support sessions. 
The food that will be provided would be prepared in advance by staff and is already funded within the budget. Resources used will also be within the budget and funds which already exist.
Cost Benefit Analysis
A cost benefit analysis was done to evaluate the implementation of chosen solutions.   Cost benefit analysis: see Fig 4
	Cost Benefit Analysis
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 fig:4 cost benefit analysis

The cost Analysis was done for the 4week period of the temporary new venue.
   The costs of the hall venue. Which parents did not attend and was the original problem needing a solution. As detailed in previously, in Fishbone, Ishikawa diagram. also, there are no extended sessions.
This cost was highlighted in blue in the Fig:4 above.
 The total cost of running sessions at the Hall Venue, in January, for the 4-week period was: 
Total cost: £3580.52 
The cost of changing the venue to the library.
These costs are highlighted in Pink in FIG: 4, picture.
The total cost of changing venue, with extended session times and additional sessional worker was: 
Total cost: £2465
 The difference in cost is:  £1084.20 highlighted in green in Fig:4.
Conclusion.
The library and extended sessions, solution, will save the Family centre money.
 The rest of the year the session costs will be as projected in the Fig:4, which is left with no colour code.  
The session times will stay as extended sessions, and additional sessional worker. These session costs do not fluctuate during the year, for parent /child sessions.
These costs in analysis, only relate to the sessions run for parents and children. Which was the original problem found to solve. 
 They do not portray the “special events" and “trips" that are held on different days and times throughout the year.
Implementation of new plans: Gantt Chart.
All playleader 3monthly plans, daily session plans, with resources are in planning file located in office file shelf, labelled PLAYLEADER PLANNING.
 In case of staff illness/absence, sessional staff can locate file, and all information to implement sessions are clear to follow.
Sessions run Tuesday, Weds, Thurs every week, times: 8.45am -2.50pm
Breakfast club is 8.45-9.30.  lunch club is 12.00-1pm. Run in within session.
Gantt chart[endnoteRef:11] for venue change and extended session times. Dec 2023-Feb 2024 [11:  Gannt Lawrence Henry 1910-1915  https://www.instaganntt.com/gantt-chart-experts/what- is- gantt-chart-schedule-uses-and-history

https://www.apm.org.uk/resources/whitepapers/communication-planning/


] 

All tasks in Dec to be completed by 13th, 15th centre closed, staff check completed tasks. Staff return to work on Jan 5th prepare and complete tasks. 
Jan 6th meets at library with library staff ready space for session start Jan7th at Library. See Fig:5
GANTT CHART. Fig:5
	Task
	Dec5-14th
	15th-5th Jan
	Jan 7th-31st
	Feb
	Mar 1st-9th
	Person assigned

	Session plans 
	3mth session plans 
	close
	New venue starts. 
5&6th prep, library session, task 
	Re-open F.C
	staff
	playleader

	Booking venue
	New venue booked 
	Xmas
	Library 7th-31st
5th&6th liase at library. prep
	Resume session F.C
	
	Co-ordinator

	Resources/ stock
	Renew stock
	hols
	Weekly stock check. replenish
	Weekly stock check
	hols
	playleader

	Menu plan 
	3mth menu plan
Created.
	Xmas
close
	Breakfast /lunch prep, shop
	Create new 3mth menu plan
	hols
	Co-ordinator 

	Shopping 
	Shopping list.
	Xmas

	Weekly. 5th&6th
Shop, prep 
	weekly
	all
	sessional

	Risk assessment
	Library venue
	Xmas 


	Weekly check
5th&6th library
	F.C risk assessment weekly
	staff
	Co-ordinator

	Wots on. information
	3mth of weekly sessions
	Xmas

	Posted daily for session dates and weekly
	Posted daily /weekly for session date
	hols
	media sessional

	Auto reminder of sessions 
	Created automatic text reminder
of sessions dates/time
	Xmas

	Auto sent, Sun/Mon
Weekly.
Before 7am on session dates
	Auto sent,
Sun/Mon
Weekly. Before 7am on session dates


	hols
	Computer /media sessional

	Communication all staff/ centre users.
	Emails 
Text
group text
Media post 
	
	Daily/staff
Daily/weekly/
centre users.
Weekly post/centre users
	Daily/staff
Daily/weekly/
centre users.
Weekly post/centre users
	
	Co-ordinator
With media staff sessional 



What is a Gantt chart?
The Gantt chart (see earlier endnote, x) is a tool used to break down tasks of a project that have multiple steps, shows who is then responsible to carry out the tasks, and by when. 
By giving assorted colours to each person and the task they are assigned to, every member of team can easily see who is doing what task and when it should be achieved. This makes keeping track of a project and measuring progress much simpler.
 such as:
· understanding what happening in project
· communicating with team.
· distributing resources
· measuring progress
· evaluating activities
· creating accountability

The Family centre only has 2 permanent staff, the Co-Ordinator (manager) and Playleader, extra sessional staff are employed on casual need-based contracts. Although they are employed regularly for most sessions. As most all the staff have young families of their own the flexibility of this arrangement in employment has suited the staff who apply to be sessional workers. 
Stakeholders Map (Mendelow’s Matrix)xi 
 Stakeholders are defined as Individuals or groups who have an interest or role in the project, programme or portfolio, or are impacted by it (apm.org, 2024). To ba able to communicate effectively with stakeholders in the right way and at the right time there is a need to analyse their power and influence, which is done through stakeholder mapping.
	Funders 
Committee 
treasurer 
	Playleader 
Playworker 
Co-ordinator 

	High power/low interest 
 
	High-power/high interest 

	Community 
children 
	Sessional staff 
Health visitor 
parents 

	low power/low interest 
	High interest/low power 


 
 
 
 
Communication with Stakeholders. 
 Communication is a key factor when introducing any change. Poor communication can lead to misunderstood requirements, unclear goals, alienation of stakeholders, ineffective plans and could cause a project to fail (apm.org, 2024). Knowing who should be communicated with, how often and through which medium is essential if the project is going to succeed, therefore a communication plan has been developed, see below.
	stakeholder 
	Type of communication 
	frequency 

	Playleader 
Worker 
Co-ordinator 
	Verbal/face to face 
Text 
email 
	Daily 
Daily 
monthly 

	Parents &  
Children  
	Wots on leaflets 
Group text  
Social media 
	Monthly 
Weekly 
Daily 

	community 
	Leaflets 
Community board 
	monthly 

	Health visitor 
	email 
	monthly 

	Committee 
treasurer 
	Meetings  
Face to face /verbal 
	monthly 

	funders 
	email 
	2years for new funding 


 
 


 Monitoring and evaluating.
 The Gantt chart created for the solution implementation, is a simple one. As there are only three staff responsible for any tasks within the family centre. 
Therefore, monitoring tasks and evaluations are not difficult to monitor or correct quickly if needed. 
· Staff have daily team meetings at the start of the day. 
· They check the tasks that need to be achieved that day or week. 
· Using work group text, they can quickly check if something has been done or needs to be.
·  This is then communicated to everyone via email and text. 
· Each person has a daily task list and updates, as necessary.
· The chart is used to quickly check who is doing which task.
· The small team makes this quite easy; everyone knows what they are assigned, and tasks are completed promptly.
· Verbal communication is used the most.
The playleader and sessional staff complete the plans, in accordance with education and core aims along with co-ordinator before the start of the new year. The yearly, monthly, weekly, and daily plans will all be completed by end of December. 
The stakeholders are the families, children, staff, co-ordinator, sessional staff, community. The communication used for centre users are, automatic texts, media posts and group texts. Thes serve as reminders to them, of session times and dates. Also, any updates to services. 
Staff are sent email communication, as well as phone or texts. 
The same methods are used for any professionals which work alongside the Centre. 
Regular meetings are held monthly to evaluate the services provided and gain information from families on any activities, courses they would enjoy doing, in the future. Plan trips for summer holiday periods, or special events. 
Conclusion.
In summary the problem which was identified as complex problem, having many potential causes and solutions. 
By using the various methods as tools to identify and establish the root causes, of the problem. Two solutions were identified as being the best to quickly solve the issue. solving this issue was vital to continue supporting families and maintain strong sense of community and belonging which has been built by the family centre over the 20 years it has been open. 
As a team being able to understand and implement the methods used to solve complex problems. The two solutions that were implemented achieve the aim of a smooth service being delivered to families with extended sessions which benefits the families, community, and workers. 

PDP plan.
My plan is to improve my ability to solve complex problems in an effective manner, using the problem-solving tools that were used in this report. Increasing my skills with IT further, and time taken to achieve tasks. See fi:6
 I will practice using the tools below: 
· Defining a complex problem 
· Ishikawa diagram
· Brainstorm diagram 
· Scope & impact
· Cost-benefit analysis 
· Gantt charts



PDP Table. Fig:6
	
	Current 
	Action
	Time months1-10
	Evaluate 

	Scope +impact 
	assess the scope of a problem and predict its impact
	plan to practice predicting the impact and scope of problem
	1-5
	least three scope and impact analyses that accurately predict project outcomes

	Ishikawa 
	identify and categorize potential causes of a problem to uncover root cause
	Practice creating fishbone diagrams and identity problems 
	3-7
	Ability to create comprehensive Ishikawa diagrams that identify all potential root causes of a problem in less than 30 minutes.

	Weight factors matrix 
	evaluate and prioritize potential solution
	weighted factor analysis to past decisions
	2-6
	improved decision-making through the application of weighted factor analysis,

	Cost / benefit analysis 
	weighing the financial and non-financial costs and benefits of
	Practice calculating costs and benefits
	5-10
	Create CBAs for at twice 

	Gantt chart 
	To use Gantt charts
	Practice creating Gannt chart
	4-9
	Ability to create and manage tasks with chart
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