Problem solving and decision making in the workplace.

Introduction 
Effective problem-solving is essential for a successful business because complex workplace challenges can affect multiple stakeholders. Problems can differ from issues because they involve various people, have multiple possible solutions, and require careful analysis before implementation (Dórner & Funke, 2017). This assignment looks at a real workplace problem within a cleaning company related to time management. This assignment will use problem solving framework to help identify the scope & impact of the proem, analyse the cause of the problem, propose different solutions, and develop an implementation plan with appropriate monitoring systems.
The cleaning industry operates under tight schedules and client’s expectations, making time management crucial for business success. When time management fails, it affects various stakeholders including the employees, the clients, and the overall business performance. This assignment demonstrates how systematic problem- solving approaches can help with complex workplace challenges effectively.

The problem, scope & impact on the business. 
The workplace problem is poor time management within a cleaning company. This problem will come down to a delayed delivery in service, jobs taking longer than they were scheduled to take, and frequent disruptions to planned cleaning schedules. If the problem has been persistent, it will be affecting daily operations and threatening the company’s reputation and profitability.
The scope of the affects it will have on multiple stakeholders such as the employees having increased stress levels due to being rushed when working and pressure to catch up which can reduce in working overtime. This can lead to potential staff turnover if employees are not happy in this situation. Team leaders will find it difficult to coordinate and maintain good standards under the pressure of time management. Customers are stakeholders that will be getting unreliable service with cleaning staff arriving late or having to reschedule appointments, this could impact their own business operations especially for commercial clients who depend on consistent cleaning schedules. This could result in loss of contract with the clients finding alternative cleaning services who would be more reliable. The business owner and management would have more operational costs due to paying the cleaning staff overtime payments. There would be a decrease in productivity, more time would be spent dealing with customer complaints which could potentially lead to loss of business and business growth. Other stakeholders such as suppliers and partners could be affected because with timing being unpredictable from the cleaning company scheduled deliveries could be affected from rental equipment and cleaning supply vendors. 
The impact and how they are affected.
There are any different ways the business is affected such as the business being hit with financial impact over time with reduced profit due to increased labour costs from paying employees overtime payments. Higher fuel costs and wasted travel time going from job to job because of inefficient scheduling. Also, the business will see a decrease in revenue after losing clients.
There could be an impact on the operational side of the business as the quality of work may decline when staff are rushed and under pressure to complete tasks within a certain timeframe. Equipment maintenance could fall behind when the team is constantly behind on schedule, this could lead to equipment breaking down and having to fork out on replacement costs. The business growth will be limited if the company can’t take on new clients to grow. An impact on employees as moral decreases due to constant pressure and stresses of falling behind and trying to catch up. A high turn over of staff will increase recruitment and training costs. And client relationships being lost. If the problem goes unresolved there could be long term consequences leading to business failure and the reputation of the cleaning company being damaged leading to client loss, unsuitable operational costs and closing of the business.

Information found Analysing the problem
Brainstorming -
A brainstorming session helped to identify contributing factors with the time management problem-
unrealistic times estimated for the cleaning tasks. 
A lack of standardized procedures for different types of cleaning jobs.
Not being trained properly on efficient cleaning techniques. 
Poor communication between management and cleaning teams or clients
Issues at the cleaning sites such as locked premises with no key, additional client requests.
The travel between multiple job locations taking longer than expected or being too far apart,
Equipment and maintenance issues.
Staff shortage during busy periods.
No back up plans for common problems
Not being able to use technology for scheduling and tracking.

Mind mapping analysis-
Using mind mapping techniques, the time management problem was assessed across 4 main branches- people factors, process, technology and external factors.
People factors- motivation from management & cleaning staff, communication, level of cleaning skills and team dynamics can influence he effectiveness of time management.
process factors- having/ lack of system to allocate tasks and scheduling methods. Quality control procedures and communication with clients can affect efficiency overall.
technology factors-manually scheduling, not using time traking tools, and poor communication systems between teams and management.
external factors- traffic travelling to jobs, the weather can impact, client’s expectations and market competition.
Root cause analysis-  5 whys.
Why are cleaning jobs consistently delayed? - because jobs can take longer than the scheduled time.
Why do tasks take longer than allocated? – because time estimates can be wrong and jobs cant be specified between different sites.
Why are time estimations inaccurate? - Because there isn’t a standard time for a task to take.
Why are there no standardized procedures? - Because the business has relied on informal, experience- based scheduling without systematic measures.
Why has the business relied on informal methods? – because there’s been n investment in proper planning system and tools.

Ishikawa (fishbone) analysis 
Using the fishbone analysis helped to identify causes across six categories. –
Methods- a lack of standard cleaning procedures, schedule approaches and no time measuring systems.
Manpower- no proper training on time management. Different level of skills between the staff and communication gaps between cleaning staff and management.
Materials- equipment not being reliable or not the right cleaning supplies for the job, no storage for the products.
Machines/ equipment- no time tracking technology, old cleaning equipment and lack of maintenance.
Environment- being stuck in congested traffic between jobs, parking solutions could be a problem in most areas and site conditions could affect the speed of working.
Management- reactive instead of proactive planning, limited investment in systems improvement, and poor performance monitoring.
This analysis shows there is multiple factors rather than a single cause, making time management a complex problem that will require multiple solutions. 



Alternative solutions
Based on the analysis of the time management problem, there are several potential solutions that have been identified:
Solution 1- Implement Digital Scheduling Software
Introducing specialized cleaning business software (such as Jobber, Housecall Pro, or ServiceTitan) to help manage scheduling, route optimization, and time tracking. This solution would provide real-time updates, automated scheduling, and performance analytics.
Advantages- Improvement in scheduling more accurately, better communication with clients, automated reminders, and data-driven insights for continuous improvement.
Disadvantages- the initial setup costs, training requirements for staff, and potential resistance to technology for older employees.
Solution 2- Develop Standard Operating Procedures (SOPs)
Creating more detailed, standardized procedures for different types of cleaning tasks, including accurate time estimates based on systematic measurement and testing.
Advantages- there should be a more consistent delivery of service, improvement in time estimation accuracy, easier training for new staff, and quality assurance.
Disadvantages- Investment in the time required for development, the need for regular updates, and potential less flexibility for unique client requirements.
Solution 3- Comprehensive Staff Training Program
Implementation of a structured training program focusing on the time management skills, efficient cleaning techniques, and customer communication.
Advantages- Improved staff capabilities, a better job satisfaction, better service quality, and less of a high employee turnover.
Disadvantages- costs of training, temporary reduction in productivity during training periods, and ongoing investment in skill development.
Solution 4- Hire Additional Operations Coordinator
Employ a dedicated operations coordinator to manage scheduling, monitor progress, handle client communications, and coordinate between teams and management.
Advantages- Dedicated focus on operational efficiency, improved communication, professional schedule management, and less of a burden on the cleaning staff.
Disadvantages- Significant ongoing salary costs, the need to find qualified candidate, and additional management overhead.
Solution 5- Performance Monitoring and Incentive System
Establish key performance indicators (KPIs) for time management, implement regular monitoring, and create incentive systems to reward efficient performance.
Advantages- Clear performance expectations, motivation for improvement, data-driven decision making, and recognition of good performance.
Disadvantages- Administrative burden, potential for manipulating the system, and costs of incentive programs.
Evaluating Solutions Using Decision-Making Techniques 
Grid Analysis Evaluation
To systematically evaluate the proposed solutions, a grid analysis was conducted using four key criteria:
Cost- Considering both initial investment and ongoing expenses Ease of Implementation- Assessing complexity and disruption during rollout Impact on Efficiency- Measuring potential improvement in time management Employee Acceptance- Evaluating likelihood of staff buy-in and adoption.
Scoring Scale: 1 = Poor, 2 = Below Average, 3 = Average, 4 = Good, 5 = Excellent
	Solution
	Cost)
	Ease)
	Efficiency)
	Acceptance)
	 Total

	Digital Scheduling Software


	3
	4
	5
	4
	16

	Standard Operating Procedures

	5
	5
	3
	4
	17

	Staff Training Program
	
5 
	4 
	3 
	5
	17

	Operations Coordinator


	2 
	3 
	5 
	3
	13

	Performance Monitoring
	4 
	4 
	4 
	4
	16




Cost benefit analysis 
A detailed cost-benefit analysis was conducted for the top-scoring solutions:
Digital Scheduling Software- 
- Initial cost: £2,000-3,000 (software licensing and setup)
- Annual cost: £1,200-2,400 (ongoing subscriptions)
- Benefits: 15-25% improvement in scheduling efficiency, reduced travel costs, better client satisfaction
- Payback period: 8-12 months
Standard Operating Procedures- 
- Development cost: £1,000-1,500 (management time and external consultation)
- Implementation cost: £500 (training materials and sessions)
- Benefits: 10-20% improvement in task completion times, consistent service quality
- Payback period: 3-6 months
Staff Training Program- 
- Initial cost: £1,500-2,500 (external trainer and materials)
- Ongoing cost: £500 annually (refresher training)
- Benefits: 15-30% improvement in individual productivity, reduced errors, better client relationships
-Payback period: 4-8 months
Selection of Best Option
Based on the evaluation results, the recommended solution is a combined approach which includes digital scheduling software, standard operating procedures, and focused staff training. This integrated solution addresses multiple root causes identified in the analysis while providing the best overall value.
The combination approach offers several advantages:
- Addresses both systemic and human factors that are contributing to the problem
- Provides immediate improvements (SOPs) and long-term benefits (technology)
- Creates synergies between different solution elements
- Offers better risk management by not relying on a single solution
- Provides flexibility to implement components in phases based on available resources.
Developing a Detailed Implementation Plan.
Implementation Strategy
The chosen solution will be implemented in three phases over an eight-week period, allowing for proper planning, training, and gradual adoption.
Phase 1- Foundation Development (Weeks 1-2)
Week 1-
Management commitment and resource allocation
Form implementation team (Operations Manager, Team Leader, selected staff member)
Begin development of Standard Operating Procedures
Research and select appropriate scheduling software
Communicate upcoming changes to all staff
Week 2-
Complete initial draft of SOPs for core cleaning tasks
Finalize software selection and begin procurement process
Design staff communication strategy
Identify training requirements and potential trainers
Set up project tracking and reporting system
Phase 2: System Setup and Preparation (Weeks 3-5)
Week 3-
Complete SOP development and internal testing
Install and configure scheduling software
Begin software administrator training
Prepare training materials for staff
Pilot test SOPs with selected team
Week 4:
Refine SOPs based on pilot feedback
Complete software setup and data migration
Conduct administrator and team leader training on new systems
Prepare communication materials for clients
Schedule staff training sessions
Week 5:
Conduct comprehensive staff training on SOPs
Begin software training for cleaning teams
Test integrated system with limited client base
Refine procedures based on initial feedback
Prepare for full rollout.
Phase 3: Full Implementation and Monitoring (Weeks 6-8)
Week 6:
Launch full system implementation
Begin using scheduling software for all appointments
Implement SOPs across all cleaning teams
Start regular monitoring and feedback collection
Communicate improvements to clients
Week 7:
Continue system use with close monitoring
Address any implementation issues promptly
Collect performance data and staff feedback
Fine-tune procedures as needed
Conduct first formal review meeting
Week 8:
Complete initial implementation phase
Analyze performance improvements
Document lessons learned
Plan for ongoing monitoring and continuous improvement
Prepare first monthly performance repor

Resource Requirements
Human Resources:
Operations Manager: 20 hours per week for 8 weeks
Team Leaders: 5 hours per week each for 8 weeks
Staff Training: 4 hours per person (one-time)
External Trainer: 16 hours (if required)
Financial Resources:
Scheduling software: £2,500 (setup and first year)
Training costs: £1,500
SOP development: £1,000
Contingency fund: £500
Total Budget: £5,500
Success Measures
Quantitative Measures:
20% reduction in job overruns within 3 months
15% improvement in on-time arrival rates
10% reduction in overtime costs
25% decrease in client complaints about timing
90% staff adoption rate of new procedures
Qualitative Measures:
Improved client satisfaction feedback
Enhanced staff confidence and job satisfaction
Better communication between teams and management
Increased ability to take on new clients
Improved company reputation in the market

Communicating the Plan to Stakeholders
Stakeholder Identification
Primary Stakeholders:
Cleaning staff (directly affected by new procedures and systems)
Team leaders and supervisors (responsible for implementation)
Management (accountable for results and investment)
Clients (beneficiaries of improved service)
Secondary Stakeholders-
Equipment suppliers (may be affected by changed scheduling)
Family members of staff (impacted by changes in work patterns)
Potential new clients (attracted by improved efficiency)
Local community (enhanced business reputation)
Communication Strategy
Internal Communication-
For Management-
Weekly progress reports via email and formal meetings
Monthly performance dashboards with key metrics
Quarterly review meetings to assess overall progress
Immediate escalation procedures for significant issues
For Staff-
Initial announcement meeting explaining changes and benefits
Weekly team briefings during implementation
Training sessions with hands-on practice
Monthly feedback sessions to address concerns
Recognition and celebration of early successes
For Team Leaders-
Detailed briefing on implementation responsibilities
Weekly coordination meetings during rollout
Access to implementation tracking systems
Regular one-on-one support meetings
Leadership training on change management
External Communication-
For Clients-
Letter explaining service improvements and benefits
Email updates on implementation progress
Phone calls to key clients for personal communication
Feedback surveys to measure satisfaction improvements
Service guarantee offers during transition period
Communication Timeline
Pre-Implementation (Weeks 1-2)-
Staff announcement meeting
Client notification letters
Management briefing sessions
Supplier notifications
During Implementation (Weeks 3-6)-
Weekly staff updates
Bi-weekly client email updates
Management progress reports
Issue resolution communications as needed
Post-Implementation (Weeks 7-8 and ongoing)-
Success celebration with staff
Client feedback collection and response
Monthly performance reports to management
Quarterly stakeholder review meetings
Communication Methods
Digital Communications-
Email updates with clear, concise information
WhatsApp groups for quick team coordination
Company website updates for client information
Social media posts celebrating improvements
Face-to-Face Communications-
Team meetings for complex discussions
One-on-one sessions for individual concerns
Client meetings for key accounts
Training sessions for hands-on learning
Written Communications-
Formal letters for important announcements
Procedure manuals for reference
Progress reports for documentation
Feedback forms for structured input
Monitoring and Review Techniques
Monitoring Framework
Effective monitoring is essential to ensure successful implementation and identify areas for improvement. The monitoring system will track both implementation progress and performance outcomes.
Implementation Monitoring
Daily Monitoring:
Task completion checklists against Gantt chart milestones
Staff attendance and participation in training sessions
System usage statistics from scheduling software
Issue tracking and resolution log
Client feedback and complaint monitoring
Weekly Monitoring:
Progress review meetings with implementation team
Performance metrics compared to baseline measurements
Budget tracking against allocated resources
Staff feedback collection through brief surveys
Client satisfaction spot checks
Monthly Monitoring-
Comprehensive performance dashboard review
Financial impact analysis (costs vs. benefits)
Staff satisfaction surveys
Client retention and acquisition tracking
Adjustment planning for identified issues.
Performance Monitoring
Key Performance Indicators (KPIs)-
Efficiency Metrics-
Average job completion time vs. scheduled time
Percentage of jobs completed on schedule
Overtime hours as percentage of regular hours
Travel time efficiency between jobs
Equipment utilization rates
Quality Metrics-
Client satisfaction scores
Complaint frequency and resolution time
Repeat business rates
Quality audit scores
Staff error rates
Financial Metrics-
Cost per job completion
Revenue per hour worked
Client acquisition costs
Staff turnover costs
Overall profitability improvement
Review Techniques
Milestone Reviews-
Week 2: SOP development completion
Week 4: Software implementation completion
Week 6: Staff training completion
Week 8: Full system operational
Mont 3: Initial results evaluation
Month 6: Comprehensive effectiveness review
Continuous Improvement Process-
Monthly team feedback sessions
Quarterly stakeholder review meetings
Semi-annual procedure updates
Annual system effectiveness evaluation
Ongoing benchmarking against industry standards
Corrective Action Procedures: When monitoring identifies issues, the following process will be followed-
1. Immediate assessment of problem severity
2. Root cause analysis using problem-solving tools
3. Development of corrective action plan
4. Implementation with clear timelines and responsibilities
5. Follow-up monitoring to ensure resolution
6. Documentation of lessons learned for future reference
Technology-Enabled Monitoring
Scheduling Software Analytics:
Real-time tracking of job progress
Automated reporting of delays and overruns
Client communication tracking
Staff productivity measurements
Route optimization effectiveness
Performance Dashboards-
Visual displays of key metrics
Trend analysis over time
Comparison with targets and benchmarks
Early warning indicators for potential issues
Success celebration opportunities
Stakeholder Feedback Systems
Staff Feedback-
Monthly anonymous surveys
Quarterly focus group sessions
Annual comprehensive reviews
Suggestion box system
Regular one-on-one meetings
Client Feedback-
Post-service satisfaction surveys
Quarterly relationship reviews
Annual service evaluation meetings
Complaint tracking and analysis
Testimonial and referral tracking
Management Review:
Weekly operational reports
Monthly financial impact assessments
Quarterly strategic alignment reviews
Annual effectiveness evaluations
Continuous improvement planning

Conclusion
This assignment has demonstrated a systematic approach to solving the complex workplace problem of poor time management in a cleaning business. Through comprehensive analysis using established problem-solving tools including brainstorming, mind mapping, the Five Whys technique, and Ishikawa diagrams, the root causes were identified as inadequate planning systems and procedures rather than individual performance issues.
The evaluation process, using grid analysis and cost-benefit analysis, revealed that a combined solution incorporating digital scheduling software, standard operating procedures, and staff training offers the best approach to address multiple contributing factors. This integrated solution addresses both immediate needs and long-term sustainability while providing good value for the investment required.
The detailed implementation plan provides a realistic eight-week timeline with clear milestones, responsibilities, and resource requirements. The phased approach allows for proper preparation, training, and gradual adoption while minimizing disruption to ongoing operations. The total investment of £5,500 is justified by projected improvements including 20% reduction in job overruns and 15% improvement in on-time performance.
The comprehensive communication strategy ensures all stakeholders understand the changes, their benefits, and their roles in successful implementation. By addressing the concerns and information needs of staff, management, and clients, the plan builds support for the changes and increases the likelihood of successful adoption.
The monitoring and review framework provides multiple methods for tracking both implementation progress and performance improvements. Regular feedback collection and analysis will enable continuous improvement and ensure the solution remains effective over time. The combination of quantitative metrics and qualitative feedback provides a complete picture of success.
Most importantly, this systematic approach to problem-solving can be applied to other complex workplace challenges. By following structured analysis, evaluation, and implementation processes, organizations can address complex problems more effectively than through intuitive or reactive approaches. The investment in proper planning and monitoring pays dividends through better outcomes and sustainable improvements.
The cleaning business can expect significant improvements in operational efficiency, client satisfaction, and profitability through successful implementation of this solution. However, success will depend on management commitment, staff engagement, and consistent application of the new procedures and systems. With proper implementation and monitoring, the time management problem can be transformed from a business threat into a competitive advantage.
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