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[bookmark: _Toc10392227][bookmark: _Toc456901517]Define a complex problem in the workplace, including its scope and impact

Developing problems within any workplace will be inevitable, and so it is important that they can be overcome without causing further issues or before the problem affects the business too much. Should a complex problem arise within the workplace then it means that there are multiple possible solutions to the problem, which in turn can produce multiple possible outcomes. When tackling problems within the workplace it is important to analyse the restrictions that may cause delay or prevent you from coming up with a successful solution. (Peninsula UK 2021). 
Working within the electrical trade and running an electrical contracting business can throw up many problems, sometimes on a daily basis. Each job is in some form a problem that needs our attention or needs to be fixed. However, a common problem that is faced by electricians and trades people is the job specifications themselves. All too often do customers contact the company and explain to us what they want, we provide a detailed quote with expenses and costs, for them to then change their mind and add specifications and wants mid or part way through the job itself. This problem can cause many issues in that it may be the resources are not available for their new desires or needs, and so it can incur further costs that were not initially drawn up in the quote for the job. It can also cause there to be more of a workload for the company and so can take more time than what was initially planned, thus having an impact on other jobs booked with the company and also incurring further costs in the way of the labour of the workers. It can also cause a problem in that when the customers are adding further wants and needs to their job, they do not realise how this can impact the cost of the total quote especially when the extras add more time to the job, and thus it is up to us as the trades people to explain this which sometimes is not well received. 
Reaching a desired solution in cases such as this face restrictions in that they take time, they cost money and they use further resources which again, incurs further costs. It is the responsibility of the trades people and the customers to come to an agreement in relation to the completion of the job that pleases everyone, for it is not simply manageable as a business to accept further add-ons within a job that are not initially included within the quote. In an ideal scenario the situation would be that a quoted job is as black and white as it is on the paper it is written on, however, as explained above, this is often not the case and problems can arise where it can take more time, money, and resources to complete. 
Problems such as this can affect the customer, as it may not be feasible to meet their new needs and so they may feel let down by the company through no fault of our own. The company and the workers itself are too affected, as it can add to the workload and delay other jobs as more time is needed to take on the additional work within this job, thus also affecting other customers. 
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When tackling a problem such as this it is important to gather as much information as possible in order to come to a solution that works for everyone involved. There are different ways to reach this but ultimately in a situation such as this, brainstorming would be the ideal method to reach a desired solution. Brainstorming allows those involved to generate ideas individually and as a group and is a process that can include all participants. It is worth acknowledging that there would be no “bad ideas” in this process, although they may not be the right idea for the solution, they can cause others within the group to think of an idea that has spurred from the “bad idea” (Proctor, 2005). 
Information that would be needed to be gathered during the brainstorming process would be explored as a group. Within this group you would have the customers who have desire to change and increase what they want from the company, and you would have the company itself. In this instance the company is a small limited electrical company which has few members who are involved in all areas of the business, which is beneficial as the quotes and the work itself are both completed by the same individuals within the company and does not require authorisation from anyone higher up. By including the customer in the process, they are able to be fully involved in decisions that too affect them and they can also then be given the opportunity to fully understand why and where extra costs may come from should they incur. Within the group brainstorm, or re-quoting process, possible solutions can be brought forward that ultimately could help save or prevent extra costs or the need for extra resources and that could also keep the completion of the job within the desired time frame. 
During the brainstorming process itself it would need to be discussed about any additional costing, or any increase to the timeline which in turn would result in increase in cost due to more hours of labour. It would need to be agreed that there are the required resources or that the required resources are obtainable within the desired timeframe and costs.  
[bookmark: _Toc10392229]Propose a range of alternative solutions to the problem

In order to have a range of alternative solutions to the problem there needs to be 3 more options or solutions that would ultimately bring the problem to a close. The first solution is always, do nothing. What would be the worst to happen if the problem is ignored and nothing is done to fix this. In this case doing nothing would mean telling the customer that the job has already been quoted for and so no changes or additions can be made to the workload. Ultimately this option is not feasible. It would cause great displeasure for the customer and could result in losing the job altogether, and so this is not an appropriate solution to the problem. 
Solutions need to be realistic and appropriate to the problem at hand, therefore doing nothing is not really a solution at all. As discussed in the Managers (2014) article objectives and solutions need to be SMART in order to keep them realistic and appropriate to the task at hand. This means that they need to be specific to the problem, measurable in that success of the solution can be measured, achievable, realistic, and time-bound so that it does not cause delay or further problems. 
It is important to identify any barriers or obstacles when identifying the solution to problems also. As previously stated, time, resources and money are all restrictions that are faced in this problem specifically. 
Solution one for this problem would be to agree to take on the additional work that the customer desires, in doing this the company would be requoting their job to include extra costs of labour and resources as well as stating that due to prebooked work with other customers, the overall time needed to complete would be longer and may not all be in one stretch/ all completed at once. The customer would be fully included in the process and given chance to make suggestions if needed, however they would need to be on board with the additional costing and understand how and why it is necessary. 
Obstacles or barriers for this solution would be if the customer is not happy with the additional costs for the labour, or if they are unhappy with the time frame not being kept to what was originally agreed upon. 
Solution two for this problem would be to again agree to take on additional works, but without adding on extra costs for time of labour and only charging for resources. Taking on longer working days to complete the job within the original time frame specified. 
Obstacles and barriers for solution two would be that the time needed to complete the extra work would therefore have a negative impact on the workers within the company. Longer days would cause them to be tired and become exhausted and so may not complete the jobs to the highest quality that they usually are able to do. 
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Using a decision-making technique, evaluate a range of solutions to identify the most appropriate option

After having discussed the possible solutions to the problem it is then time to make a decision as to which solution is the better option. A decision-making technique therefore needs to be used that would consider all aspects of the solution and the problem itself. For this particular problem the better technique to use would be grid analysis. Grid analysis allows all factors of the different solutions to be considered in a clear and concise way. 
When drawing conclusions from the grid analysis it is important to remember that the best option may not be the cheapest overall. This technique allows for the pros and cons of each solution to be made clear and how much these have a weight on the decision-making process in the end. 
	
	Extra Labour Costs
	Extra resources
	Exceed Time Frame 
	Customer Satisfaction

	Original quote
	NO
	NO
	NO
	NO

	Solution 1 
	YES
	YES
	YES
	NO

	Solution 2
	NO
	YES
	NO
	YES



As shown in the grid above the factors considered are the factors that could be deemed negative in reflection to the desired outcome. As a company we want to please the customer through completing the work but also not having to add too much extra cost to their original quote.  The original quote would be immediately disregarded due to not meeting any of the desired outcomes from solving the problem. 
As shown in the grid solution one would be better for the company in that there is more of a profit to be made in the charge of extra labour and resources, as well as the extra time needed to complete the work. However, this would not be satisfactory to the customer as it would mean the new quote would be largely different to the original, and the work would not be completed in the desired time frame. 
Solution two would on the other hand work out better for the customer as they would only be paying for the extra resources needed to complete the extra work they have requested. As we as a company would be doing longer days as opposed to coming back on additional days to complete the work, and so saving the customer additional labour costs. In addition, by doing this the work is again completed within the original time frame and thus customer satisfaction is good. 
Despite solution two being the better option for the customer, it works out as more work for the same amount of pay for the company. However, of the solutions that we have drawn up, it remains the most beneficial. This is because it pleases the customer which in turn will create better reviews and ratings for the company as we have amended our workload and time to suit and please the customer. As a small business it is important to receive good reviews and feedback as more often than not word of mouth is how we receive more jobs. 
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Develop a detailed plan for implementing the solution

After deciding on a solution to the problem, the solution then needs to be implemented in order to solve the problem. Before it can be implemented a detailed plan needs to be drawn up so that the solution does create the desired outcome. In this scenario a detailed business action plan would be drawn up to create a checklist of steps/ tasks that need to be completed in order to reach the desired outcome. A business action plan, as seen in appendix 1, would be used to clarify the objectives in order to complete and fulfil the solution to the problem. 
Within the business action plan, it would state the actions that are needed to be completed, who they need to be completed by- whether that be the company or the customer, a start date and due date for each action, any additional resources that would be required, any potential issues or blockers that may be faced in the completion of the action, and lastly the outcome of the action. Moving down through the table it would detail all the actions that would be required and the necessary further information that would be clear and concise to complete the overall task. 
Due to working in an electrical contracting company and the problem that has arisen being additional works added on by the customer, this business action plan would be completed with the customer included, so they are too on board with all the actions and steps that are being taken to fulfil their wants and desires in the job. As agreed with the customer it would be then implemented to be completed within the original time frame that was agreed by the company completing the work on the same days as agreed prior but working longer hours on these days as to not incur further labour costs to the customer. For example, a normal working day that a customer pays for would be 9:00-17:00, however a longer working day would be 8:00-20:00, thus working 12 hours instead of 8, meaning more work can be completed in the same day and at the same day rate that is charged. 
Should everything be followed and go successfully from the business action plan then the desired outcome would be that all work is completed within the original time frame, with the only additional cost to the customer being from any extra resources that were required to complete the extra work they have requested. The customer would be satisfied with the service that has been provided and the company would then receive excellent feedback and reviews that can then be more attractive to other possible customers. 
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Stakeholders within a job are those who have an interest in the performance of the company for reasons other than stock performance and appreciation. Stakeholders within a company in this case would be the employees and their families, any suppliers, and the customers. 
Mitchell et al 1997 highlighted the influence on interest matrix to deem the level of effort and communication a company should have with their stakeholders. He explained four different types of stake holders which are detailed below.
	High power, highly interested people (Manage Closely)
	Full engagement with these stakeholders and the greatest efforts should be made with these people in order to satisfy them.

	High power, less interested people (Keep Satisfied)
	Put in effort with these people in order to keep them satisfied but be careful as to not give them too much information as to bore them. 

	Low power, highly interested people (Keep Informed)
	Keep these individuals informed and ensure them of no major issues. These stakeholders can be helpful with regard to details of your project

	Low power, less interested people (Monitor)
	Monitor these people but do not bore them with excessive information



Customers of the electrical trade have high power and high interest in the work that is being completed as the work is being completed for them. These are very important individuals as stakeholders and so need to be managed closely, they need to be kept fully engaged and included in the process and great efforts need to be made to satisfy their needs. 
The stakeholders within this scenario have been included within the decision-making process to tackle the problem at hand and also in drawing up the action plan in order to solve the problem. This would have been done in order to keep them as stakeholders of the job satisfied and informed in the whole process. 
It is important to also consider whether or not each job/ task will have an effect on future stakeholders. The answer to this would be both yes and no. No in that the job would be completed on time and so won’t affect the next customer that is booked in for our services. Also, yes in that by completing the job and keeping the customer satisfied it will create positive feedback thus causing the company to look more desirable. 
[bookmark: _Toc10392233]Suppliers would also need to phoned in advance to ensure the resources and materials are available to complete the job. As well as this the families of those within the company would be spoken to, to be made aware of the longer hours that the employees within the company will be undertaking. 










Assess appropriate monitoring and review techniques to ensure successful implementation of solution 
It is important to ensure that the implementation of the solution is successful and solves the problem. This would be done through appropriate monitoring and reviewing of the steps and tasks along the implementation of the solution. The technique in this instance that would be used for monitoring the progress and success would be keeping on top of the business action plan that was previously drawn up. The perks of having a business action plan such as this enables each and every task on the road to the solution to be drawn out and so can be monitored to a high specification. By going into great detail with each of the steps of the business action plan, such as the start date and end date, it can be monitored as to whether the tasks are on schedule and that the progress is on the right track. 
It is also worth monitoring that everything that is being achieved is being achieved to the acceptable standard. By including the stakeholders in the decision-making process and drawing up the action plan then the acceptable standard is sure to be met as they are the ones who determine what the desired standard is. 
By having the business action plan to hand you can mark off the completed tasks and see the step-by-step completion of the job. It is also draws attention to any tasks that are being delayed or not going to plan and so further action plan tasks can be drawn up to rectify this. Thus, by using this technique the job at hand can be completed to the desired standard of the important stakeholders and can therefore be completed within the desired time frame also. 
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