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[bookmark: _Toc81745800]Introduction 


	This essay aims to demonstrate the capabilities of the person’s name above requires for problem solving within a small organisation. Decision making with in the groups is necessary and essential for the effective running of any organisation. Throughout this essay the aim is to emphasis the decision-making skills within the organisation and how it can be delivered in successful process. The individual need to identify the problem properly find the scope and impact that the problem creates for the company also the root cause of the problem although thinking outside the box to find the proposed solution.  In this case we found the quality defect which can be found in any company no matter how big or small it is. Poor quality reflects on unsatisfied customers, reduce the benefit for the company (incomes) creates frustration and time waste. 
	
	Systematic on going process of ensuring and improving the company service quality is essential component of an effective and responsive system in place. This essay present step by step approach of how to improve the process and how to solve the problem related to quality of the service being provided. This problem is described in form as a gap between what the company position is now and where its it desires to be. In some cases, there is situations where our existing process work well and there are no major issues. However, it is normal to possible improve the quality of the service provided for our customers which will lead to more effectiveness of the employees and happy customers. Opportunities for improvements can be found at any level in any system.
	Process of solving problem and making decision in this essay show the logical steps developed from practical problem-solving expression.

"Important decisions can shape our lives, and our decision quality is improved if we critically and creatively analyse the problems facing us by considering new different options, weighing the evidence objectively, looking at a problem from a different angle that gives us different insights, developing novel solutions that effectively solve our dilemmas, and accurately forecasting the probable impact of our decisions" . Maund A., Schriek M., Tinkler P. K. Certificate in Higher Education: Skills for the Workplace (2017) p.181.





[bookmark: _Toc81745801][bookmark: _Toc456901517]Define a complex problem in the workplace, including its scope and impact

	The chosen complex problem for this assignment is quality of work completed in cleaning company service in relation to the faulty of produce that being used, time management and dissatisfaction of clients. In which resulting in dissatisfaction of customers and poor time management which lead to unacceptable quality and standards that being expected from the customers. In this assignment writer includes answers to question like why as many customers are unhappy with the service provided by the company? is this a human fault or perhaps the used produce and materials to do the job or the time management?  However, the complex problem can be difficult to explain especially quality of the cleaning provided as it being the responsibility of many people involved sometimes having different views regarding the cause, nature and severity of the issue and different quality expectation from customers. 

	Scope and impact:
The main requirement of a quality is ensuring that customers can rely on the service provided have confidence and trust in our employees and be fully satisfied. The experience that writer provides in these assignments comes from own experience as a manger of a well know cleaning company Swansea area. 
In this typical complex problem, the individuals that are affected the most are the customers with minimum satisfaction of the service that been provided to them. Good quality service helps the company meets the clients demands and expectations. Hight quality build trust with its customers which in turn, makes the business competitive in the market. When the quality of provided service is delivered correctly it provides confidence, trust, reliability in the organisation unfortunately if the company unsuccessfully deliver the quality the company can result in bad reputation and the customers might use alternative competitors instead. This high-quality service is extremely important at this difficult time while the world suffer with global Covid 19 pandemic.  Solution to the problem is needed for the company to realise pressure and stress from the managers and team members to ensure the company publicity reputation will be hight and recommended to potential future clients. The problem of the poor-quality service was affecting the wrier as a shift supervisor and her team members. This problem accrues mainly due to the lack of training for hight standards which often refer the employees to managers and supervisors for additional help. 
	
	People have different sets of skills, different style of approach to given task, different naturally gifted talents for testing and methodology.  Those differences are impactful because its not easy to train or teach people how to provide high quality standards for each individual client. When providing the service not all employees and clients will have the same standards and expectations. Often, we find that uncomfortable situations due to the complaints or dissatisfaction of the clients or manager have negative impact on personal employee life and motivation to work but also makes the less effective in work place. The company employers including supervisors and managers working in constant pressure to meet the financial stability for the company and good reptation with the highest quality of service provided shows negative impact on workers productivity and self-satisfaction in their workplace. All the difficulties also reflect on stress levels and home life. The stressful work leaves affect family life of the company employees. We often find that workers share their negative feeling, work pressure complaint etc with friends and families which can spread even within the social media platforms that can resulting negatively on company reputation status.   The problem reaches very far and fast with the company reputation being low and makes difficulties to interest new clients which also affect the company incomes strain on lack of regular clients and complaint for existing customers. 
"Many companies perceived stress as strong predictor to employee performance. It is also common motion that when employees are under stressful situation, they likely perform less than expectations" (Jalagat, R. 2017).

[bookmark: _Toc81745802]Analyse information on the identified problem, to help inform the decision-making process

	In the main stage of quality control, we include supervisors and managers check with individual clients for the service provided to eliminate all possible negative feedback that may directly reduce dissatisfaction in customers. The next step we undertake within the company is ensuring the produce and materials used to provide cleaning are accurate and high standards that help meet customer’s needs. Furthermore, company should be flexible and use modern produce to today’s clients high living standards. Its important to provide relevant training for employers in which products should be used in specific decorations and designs in customers home.  All above will be helpful to identify some quality of standards provided by our company. 

One of the most famous quality management tools is the Ishikawa diagram. The supervisor and managers often use techniques Mind Mapping to collect relevant information to the problem and Ishikawa as cause-and-effect techniques to identify cause of the problem which is include belove. 

According to Barbalho et al. (2017) mind mapping is regarded as the visual method for organizing ideas and information properly. However, the product of mind mapping is termed as a “mind map” that is a diagram, demonstrating a fundamental theme branching with the sub-themes, which eventually explain the major subject, and this will help in the decision-making process. It can be analysed that this method is used to create, envision, and arrange ideas along with supporting problem solving and decision making, through offering the team with the basis to visualize a clear and appropriate image. 
Furthermore, mind maps could assist in visualizing and making documents about all associated data towards an appropriate decision, in addition it will also provide support for analysing the entire situation easily, along with clear demonstration about advantages, disadvantages, challenges, approaches and desired results. Barbalho et al. (2017) examined that mind maps are recognized as a hierarchical radiated diagram that arranges ideas and information throughout the fundamental opinion and thus the initial stage is to identify the major theme, which will be situated within the centre and associated with the relevant information. 
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Ishikawa diagram is a basic quality management tool by using the cause and effect chart the company is able to verify what may cause the problem given. By using this amazing tool, the company is able to take needed action and end the problem at the root.  
Hodgkinson and Sadler-Smith (2018) examined that the root cause analysis is regarded as the structured team procedure, which helps in determining essential aspects or the reasons of any opposing event or near-miss. Nevertheless, it is necessary to have proper knowledge or insight about the contributing aspects or knowing the reasons of failure of the structure that might assist in emerging measures that actually endure the improvement.
Cause and Effect Diagram:Human
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With all the information and research from fishbone diagram the analysis shows that the greatest share of the problem in quality service comes from the methods used and humans and in this type of business the most important issue is the lack of experience, poor training for the employers, also lack reliability from the employer’s which lead to hiring new untrain staff, bad attitude and also lack of motivation to overcome the problem. In this case managers should take actions that will motivate employers for work, create better training and communicate more. Another brand that showed the most share in our problem is methods and materials/products. It shows that visible problem is frequent use of incorrect produce for the surfaces in client homes, using them dry or wet in wrong circumstances, having unsuitable suppliers and set ups. The materials and produce branch show low quality of the produce and non-regular check of the storage conditions with poor transport results negatively on the end quality of service provided.  In this case managers should take actions and talk to the team members retrain them frequently and possible introduce more expensive produce that are going to be more effective and easier to use.  


[bookmark: _Toc81745803]5 Why’s

	In 1930’s Sakichi Toyoda the founder of Toyota develops the 5 Way’s as a technique to aid problem solving. To use this technique the user must start with the problem then question “Why” to each answer repeated five times. There is a scope to extend the question to even further branches until the user gets to the bottom of the problem which we often call the root cause. Although the tool is called 5 Why’s the user can use and many or as little “why’s” as he/she possibly want to until the root cause is found. 

Applying the “5 Why’s” for our company problem which is poor quality of the service provided for customers would be as following:
· Why or what is the problem?
Dissatisfaction from customers due to poor quality of the service. 
· Why are the customers dissatisfying?
Company uses wrong produce and materials for the job due to cost cuts and having got set up standards. 
· Why are the materials and produce unsuitable?
They are being overused or used in wrong way. Costumers have more modern homes and staff isn’t train enough with time. 
· Why does the company don’t use better produce and spend time and money on updating?
Because their saving money and might have not enough employers to investigate it. 
· Why is the company saving money?
As there is not enough profit being generate. 

Following with the 5 Way’s tool we asked “why” to each question and answers. Looking at the chart the root cause for the poor quality of service providing might be low profitability of the company.  
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	As the problem is quality of the service in our company whilst the solution is based on SMART Objective as they are “specific measurable achievable realistic and time bound” to it. Theoretically there are main solution for this problem to be solve which follow:
· Keep everything the same.
· Involve more managers to check on the quality.
· Change the policy about the standards in which client will have full view for the service.
· Employer more staff and make sure there are reliable for the role and train.
· Modernize the produce and materials used in workplace.
· Renew or change the materials more often to minimize the poor quality.

[bookmark: _Toc81745805]Using a decision-making technique, evaluate a range of solutions to identify the most appropriate option

	By identifying six possible solutions to the poor service provided we need to evaluate those possible solutions to work out which one is the most viable. The grid analysis is a beneficial method of making a final decision. We have set up criteria for the grid analysis based on what we felt is important considering when deciding on the best solution.
The criteria are:
1. Ease of implementation- how easy is going to be implement to the solution? (1 very easy – 5 hard to implement).
2. Time – how long is the implementation going to take? (1 not long (within the first quoter of the year) – 5 more than 12 months).
3. Cost – what are the cost in chosen solution? (1 very low – 5 high cost).
4. Impact – what impact will that decision have on the company? Will it be beneficial for the company? (1 not much of an impact – 5 big and beneficial impact).
5. Reliably – It is repeatable and long-term solution? (1 not really – 5 yes, it is).

	Options 
	How Easy/Hard?
	How much time we need?
	What is the cost involved?
	Is the impact?
	Reliably 

	Do nothing.
	1
	1
	1
	1
	1

	Involve more managers.
	
3
	
3
	
4
	
3
	
3

	Change the policy to certain standards. 
	
3

	
4
	
5
	
4
	
4

	Hire additional staff.
	
2
	
1
	
2
	
3
	
3

	Modernize the produce and material used. 
	

3
	

2
	

3
	

4
	

5

	Renew produce more often.
	
2
	
2
	
3
	
5
	
5




The reason behind the scores above is as follows:

Do nothing this option scored 1 for easy, time, cost etc which mean there will be no changes at all which isn’t an option in our case as it gone have more negative than positive impact and as we already identify the is a problem which need to be solved.

The further step is to weigh each criterion. The scale is from 1 to 5 which lists the importance factors of each section and option to solve the problem. 
· Easy to implement any changes is quite important factor in our decision so we weighted 4 out of 5 in each case.  (4)
· Time- will be weight by 2 out of 5 only due to lower importance if it brings more benefits in future.    (2)
· Cost- although it is an important factor we weighted the cost in mid- importance due to the current profit in the company it will be weight 3 out of 5.   (3)
· Impact- this is one of ours biggest factors and will be weight in highest scale 5 out of 5. We believe the impact is the most important for our company to create more profit, better reputation, and hight quality which will lead to happy customers. (5) 
· Reliability – which means long term benefits we weight in scale 2 out of 5. (2)

The Final step to complete our grid analysis is to input the weight value of each factor and multiply them by the scores given earlier to come up with total score for each option, in most cases the one with highest total will be the most suitable solution to our problem, but to be sure we will compare two options with the highest scores in this case. 







	Options 
	How Easy/Hard?
	How much time we need?
	What is the cost involved?
	Is the impact?
	Reliably 
	Total

	Weight   
            
	1
	2
	3
	5
	2
	

	Do nothing.
	1
	3
	3
	5
	2
	14

	Involve more managers.
	
3
	
6
	
12
	
15
	
6
	
42

	Change the policy to certain standards. 
	
3

	
8
	
15
	
20
	
8
	
54

	Hire additional staff.
	
2
	
2
	
6
	
15
	
6
	
      31

	Modernize the produce and material used. 
	

3
	

4
	

9
	

20
	

10
	

      46

	Renew produce more often.
	
2
	
4
	
9
	
25
	
10
	
       50



Looking at the table above we see two viable solutions based on the grid analysis are: to change the policy to create certain standards for the whole company or renewing the produce more often. In this case the first option will be better in this complex problem in this case we will create standards that all clients will be provided with and as additional options to add extras which will eventually lead to more satisfying customers and the firm will meet, their need on any cleaning levels. 

[bookmark: _Toc81745806]Cost Benefit analysis for decision making

According to Miller and Maellaro (2016) a “Cost-benefit analysis (CBA)” is recognized as the procedure which is used to evaluate the advantages in making decisions or addressing effective measures minus the costs affiliated with taking that specific measure. However, CBA analysis includes quantifiable financial metrics, for instance total profit or saving as the outcome of decision to pursue a particular project.  

This CBA is created for one owner of the company one manager and five employers within the company for present time. This Cost Benefit Analysis is to access the viability of changing the quality and standards policy in our company.
1. Manager time which will include over time work for the eight weeks to do their part in implementing the changes. For the research, drafting of new policy and retraining the employers. The annual salary for the manager in our company is £19,200. The manager will need an extra twelve hours of work during those 8 weeks’ time to just retrain the staff after hours the other elements to complete the changing policy will be done within the office time, so the cost to implement the change is £180 which is one off cost. (£10 per hour x 1.5 as overtime). The next years shows that when the new policy will be in place the manager will train employers in the office hours. 
2. Administration our is the owner of the company based on the annual salary which is £25,200. Our administration will need about 12.5 hours of the time to complete all the changes as an overtime hour which will come to average £240 cost as a one of pay. (£13.12 per hour x 1.5 =19.68 per hour).
3. Reprinting the new policy and postage to our clients. Based on five-page policy standards document printed on A4 size paper will cost our company £1 per copy. The postage will be done in our office time which will only include cost of stamps which is £1 each. Total costumers and employees’ numbers is 55 plus additional stamps to post the handbooks to the costumers is additional £50 cost. Which comes in total for the first year £105. We also including the 10% increase of customers in following years and decrease of customers with in third year. We add additional £30 cost for printing extra five copies and sending them for the 5 years period. 
4. Retraining the employers. Our employers will need to be retrain within the new policy with in first year for about 12 hours and the training will be split in 2 weeks period and carry out by the manager included on the task one. Each employer works 20 hours per week with a £9.50 per hour rate we need to pay them 1.5 times more per hour as a overtime training which in total comes to £170 per one and £850 per five employers. We have to include additional training in year 3 and 5 as refresh the training which will be held for six hours and will cost £85 per one employer in each year and in total for five £425.


	Time scale
	Year 1
	Year 2
	Year3
	Year 4
	Year 5

	Manager time.
	£180
	£0
	£0

	£0
	£0

	Administration (owner)
	£240
	£0`
	£0
	£0
	£0

	Reprint policy documents and postage. 
	£105

	£10

	£0
	£10
	£10

	Retraining of employers.
	(£170)
£850
	£0
	(£85) 
£425 
	£0
	(£85)
£425


                                 First year cost:
                                         £1375.                            Total cost in five years: £2,225.
Benefits:
	Time scale 
	Year 1

	Year 2
	Year 3
	Year 4
	Year 5

	Keeping existing customers and gaining new.
	
£2,125
	
£4,690
	
£3,805

	
£4,690
	
£4,265

	Better quality of service cheaper produce provider. 
	£0
	£100
	£100
	£100
	£100


Total benefit: £19,975

Our benefit is based on the profit the company is making throughout the month. By benefit we mean that the customers will stay with the company and that will be the biggest achievement in our changes. The profit in the company in total is £12.000 per month with each costumer receiving 2 hours service once a week in price of £15per hour. When we take away the salaries and cost of the produce (Manager £1,600. Owner £2,100. Employers in total £3,800. Produce cost £1,000 per month.) The company profit is 3,500 per month. To implement the changes, we need to add the additional £1,375 in the first year and any additional costs for the following years. By keeping our existing customers, we are able to maintain the cash flow and increase our incomes by 10% in average for the following year. Which will give our company the total of £13,200 profit without the salaries and cost include. By better quality of the service and cheaper produce that we be able to get through the supplier by increasing our needs by 10% we will be able to save some money which in total five-year period we be able to save £19,975.

· Benefit of cost radius
19,975                             =8.9:1
2,225

· Net annual benefit
              £2,125 – £1,375 = £750

· Total annual benefit
19,975 -2,225
            5                                =£3,550.


The solution results in an 8.9 to 1 return on investment over 5 years period. Cost benefit analysis confirm that the best solution as also shown in grid analysis is the option to change the company policy to give our costumers all the same standards and clear expectations from what our service will provide which will increase the profit of the company and keep our employers and customers satisfying. 




[bookmark: _Toc81745807]Develop a detailed plan for implementing the solution
	
We have decided on our best solution which is changing the policy to create certain standard for every customer. The table below shows task that we will need to undertake to implement the solution who will be responsible for individual task and how much time we plan to make all individual changes. 

	Task
	Description
	Who will carry out the task?
	Time Scale 

	Check legislation for the company
	Check if company and employers can use certain chemicals and produce. Risk assessments for health, safety, and quality.
	Owners and managers
	1 week. 

	Draw new policy for the company. 
	Create policy with standards that will be provided for all customers as a basic for provided service.
	Owners and managers
	2 weeks.

	Renew and sign  the new policy.
	Team meeting with all employers to explain the changes and new policy.
	Owners and managers
	1 week.

	Present the new policy to the customers
	Inform the individual customers of the change policy in the company by telephone and provide copy of new policy by post.
	Managers.
	2 weeks.

	Retrain staff to new standards.
	Explain the produce that will be used to provide the high quality service. Explain the standards that are expected to be provided for each and every customer by our employers. 
	Managers and experience employers.
	2 weeks.

	Develop quality and certain standards for the company.
	Keep checking the standards and quality to make sure the client are satisfied with the service provided after the change of policy.
	Managers 
	On-going.




[bookmark: _Toc81745808]Gantt chart.

Owners
Managers
Employers 
Customers  
	
	Task.
	Week one
	Week two
	Week three
	Week four 
	Week five
	Week six 
	Week seven 
	Week eight 

	Check the legislation
	
	
	
	
	
	
	
	

	Draw new policy
	
	
	
	
	
	
	
	

	Renew and sign the policy
	
	
	
	
	
	
	
	

	Present the new policy
	
	
	
	
	
	
	
	

	Retrain staff
	
	
	
	
	
	
	
	

	Develop certain standards. 
	
	
	
	
	
	
	
	



[bookmark: _Toc81745809]Communicate the plan to relevant stakeholders
	

	The relevant stakeholders in this project are employers who provide the service to our customers and need to assure that the standards are as expected. Customers who need the quality service to stay with our company. The manager and the owner who ensuring the work is delivered correctly and customers are satisfied, but also our competitors when our customers compare their work to ours to make sure we stand a better-quality service and we able to keep the customer. 
[bookmark: _Toc81745810]Managers/ owner 
Customers 


[bookmark: _Toc81745812]Competitors 
Employers 



	As soon as the solution starts to be implemented there need to be methods in place to monitor the progress of the project and ensure that is working as intended as planed and every aspect or individual task being completed and delivered in time. Failure to monitor the progress can result in delays or the project completely falling in its objectives. Is Important to choose the most effective communication plan and ensure that each individual in our plan have all the information they will need. 

Meeting will be one of our forms to inform our owner and manager of the changes that happening in our company to get all the parties involved in overview progress updates. Meeting are very useful and it allows collective input from all the angles and help us to discuss the progress at any stage. It’s also a fundamental medium for departments to highlights any concurs or set back up plan so the plan can be amended if needed. Meeting will also take place with the most important stakeholders which are our employees to ensure they know the objectives of our changes and how they will be put in place day by day. 
Feedback. By collecting feedback form all the parties (customers and employees) involved within the project it will help to track our progress of implemented changes. By sharing our feedback, we will also inform our competitors of our standards. They can be informal feedback or formal feedback meeting where progress will be documented and reviewed. 

[bookmark: _Toc81745814]Assess appropriate monitoring and review techniques to ensure successful implementation of solution 
   
	The appropriate monitoring technique our company will use is a simple action plan that will help us review our progress on every step of the way. With customers feedback we can stand a better chance to grow as a company.  If we implement this action plan below with our communication plan, we be able to deliver the best quality service provided in our company policy.
Action Plan:
	Objective
	Task 
	Success Criteria
	Time frame 
	Resources.

	Delivery high quality standards for costumers. 
	Provide standards that customers are satisfied with.
	Happy customers, good feedback, new customers.
	3 months 
Review every 2 weeks.
	Train employee’s good communication skills between all staff and customers involved.

	Create an online profile for the company where customers can directly add feedback
	Create online profile with option for customers to give star rating and feedback.
	Great reviews from customers. New interested customers in our services.
	6 months
Review every day. 
	Hire IT specialist who will create an eye-catching profile.

	Create better communication channel between customers employees and manager’s
	Making sure that every individual customer can talk to the managers directly in case of any problem with in 24 hrs frame. 
	Happy costumers. All problem under control within the company. Less pressure on the staff that provide the service.
	3 months 
Review every week.
	Organize well time management plan. Hire additional part time manager if requires. 




[bookmark: _Toc81745815]Conclusion
	
	To conclude this essay, it’s been identified that the different quality that each customer receives is a major problem in our company. The solution of new policy and same standards and quality for every customer will help the firm to be consistent and loyal to their stakeholders which involves our employers, customers, manager, and competitors. For that purpose, there are few models and approaches that has been discussed throughout this assignment for having appropriate understanding of how to address the quality issues. This specific problem has been one of the common problems in the company that the essay writer work in as a manager and that was the real solution used in that case to prevent any more loss in customers and incomes for the firm.  
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