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[bookmark: _Toc456901517][bookmark: _Toc87475847]Introduction
Throughout this assignment I will be discussing problem solving and decision making. I will Identify a problem within my workplace and discuss what techniques are being used to create a solution to that problem, breaking down the techniques and explaining how I will reach my desired outcome.






[bookmark: _Toc87475848]Define a complex problem in the workplace, including its scope and impact
The complex problem within my place of work is focused around breaktimes. Within the organisation I work for there are two canteens/kitchen areas that are shared all across the site. The problem is focused on just one of the canteens. It was brought to my attention that staff were frustrated with the lack of cooking equipment within the kitchen. With just one microwave being shared between thirty employees, this led to people returning from break late feeling angry and frustrated.

[bookmark: _Toc87475849]Scope
The scope of this problem at first seems small, with just a few employees returning from work only a few minutes late, but upon further investigation we noticed that it was affecting the overall morale of staff, due to them either rushing their food or being punished for returning late.

[bookmark: _Toc87475850]Impact
The impact that it had on the employees was far greater than first realised. With employee’s morale low, this has led to a breakdown in productivity meaning shipments are being missed so overall success of the company was diminishing. Leading to more pressure on the employees and increasing frustration within the workforce.

[bookmark: _Toc87475851]Nature
The nature of this problem comes from company growth, but without increasing resources. The lack of kitchen equipment is an oversight on managements behalf. Increasing the kitchen equipment would lead to staff being able to eat their food at a comfortable pace and allowing them to return to work on time, increasing output of products and overall success of the company

[bookmark: _Toc87475852]Solution ideas
Brainstorming – 
With the problem still persisting, management held and open brainstorming (Skymark.com, 2019) [endnoteRef:1] session for all of the employees impacted by this problem. Alex Osborn defined brainstorming as  [1:  Skymark.com. (2019). Alex F. Osborn: The Father of Brainstorming. [online] Available at: https://www.skymark.com/resources/leaders/osborne.asp.
] 

"Brainstorm means using the brain to storm a creative problem and to do so in commando fashion, each stormer audaciously attacking the same objective."
Although brainstorming is an extremely effective tool used to help create and generate problem solving ideas, there are some rules that need to be followed in order to work efficiently. (Feinberg and Nemeth, 2008)[endnoteRef:2] [2:  Feinberg, M. and Nemeth, C. (2008). The “Rules” of Brainstorming: An Impediment to Creativity? [online] Available at: https://irle.berkeley.edu/files/2008/The-Rules-of-Brainstorming.pdf.
] 


1.) Come up with as many ideas as you can.
2.) Do not critisize other peoples ideas.
3.) Free-wheel and share wild ideas.
4.) Expand and elaborate on exisiting ideas. 
[bookmark: _Toc87475853]Brainstorming Diagram

Once the brainstorming session had started we imiediately set out to create a brainstorming diagram. We used this diagram to keep track of all the ideas that were submitted and to also log the most likely of ideas to be implimented.
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These were the four main points we believed were most likely to solve the problem at hand. Once we had our top four options, these were broken down into a pros and cons list 
Equipment usage schedule –
Pros – 
· Allows allocated days for each employee to use the microwaves, eliminating ques and wait times.
· Giving employees allocated day slots allows for control of accountability for cleanliness.
Cons – 
· Employees would be restricted on what food they would be able to bring into work, depending on what day they are allocated.
· Risk of some employees getting more time than others if not effectively managed.
Increase breaktime length – 
Pros –
· All employees would have enough time to use the equipment and consume their food.
· Increased staff morale.
· Staff would be well rested.
Cons – 
· Decreased amount of time employees would be working,
· Risk of developing potential ‘lazy’ attitude.
· Financial wastage i.e., Labour costs, rent, energy consumption.
Alternating/ split breaktimes –
Pros – 
· Allow for fair usage of equipment.
· All employees get the same amount of breaktime and work time.
Cons – 
· Each employee has a specific roll along the assembly line. This would become a logistical issue as a restructure of the shop floor would be needed.
· Reduced time there is a full team at work on the shop floor.
· Staff in which this issues does not concern them would have their breaktimes changed against their wishes.
Increased amount of kitchen equipment – 
Pros – 
· Equipment for everyone to use at the same time.
· Easy implementation.
· Cheaper than increasing breaktimes.
· Morale boosts due to staff not needing to rush their food.
Cons – 
· More cleaning.
· Purchasing of microwave.
Once the brainstorm meeting had concluded we went around the room and asked each other’s opinion on some of the suggestions. The most favourited suggestion was to purchase more equipment and place it into the busier of the two canteens.









[bookmark: _Toc87475854]Analyse information on the identified problem, to help inform the decision-making process

In order to implement any kind of changes that will help solve the problem. The Root cause needs to be identified. Over time, various different ways have been developed to help identify root causes of a problems that are presented within the workplace. First there is the five W’s








(Business 2 Community, n.d.)[endnoteRef:3] [3:  Business 2 Community. (n.d.). UX Formula of the Day: Content + Strategy = Positive User Experience. [online] Available at: https://www.business2community.com/content-marketing/ux-formula-day-content-strategy-positive-user-experience-0885499 [Accessed 30 Aug. 2021].
] 
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And there is also the Five Why’s (marketingworks360.com, 2013)[endnoteRef:4][image: See the source image] [4:  marketingworks360.com. (2013). 5 Easy Steps to Solving Any Marketing Problem | 5 Why Process | Marketing Works | B2B Marketing and Public Relations Firm. [online] Available at: https://marketingworks360.com/2013/05/marketing-tips/5-easy-steps-to-solving-any-marketing-problem/.
] 

Once the brainstorming session had ended, the main method that was used was the Five why’s.
Using this technique was the best way for us to get down to the root cause of the issue and allows us to analyse the issue fully before choosing or implementing any strategies. The discussion looked like this.
What is the issue?
Staff returning from break late.
1) Why?
 Low motivation and morale.
2) Why?
Feeling rushed while on break.
3) Why?
Limited availability for use of kitchen equipment.
4) Why?
Not enough Kitchen equipment for all staff members to use at once.
5) Why?
Management have not bought more since rapid company growth.







[bookmark: _Toc87475855]Propose a range of alternative solutions to the problem
One of the good things about holding a brainstorming session is that many different ideas are suggested, and everyone involved is able to have an input on things being said or ideas being generated. One negative aspect of a brainstorming session is that it can be difficult to keep track of ideas that may be too unrealistic to implement. One technique that was used to help keep track of this was Grid analysis (Mind Tools, 2009)[endnoteRef:5] which is also known as a Pugh Matrix Analysis or a Multi-Attribute Utility Theory. To use this method, it involves listing all of the available options in a table, row by row. Once all of these have been listed, column headings titled according to the requirements that are needed from the options available is added. These headings are then allocated numbers, these numbers represent the level importance of requirements, starting at zero and going up to ten. For this instance, all of the requirement’s weights have been allocated ten, due to the fact that all of the requirements are of high importance. Once all the weights have been input, each available option is allocated a number from zero to five, zero being poor relative level of requirement and five being exceptionally good. Once all options have had a relative level number allocated to them, the final score is worked out by multiplying the weights with the relative level number. All these numbers are then added together to give the total score for the option. The option with the highest score wins. [5:  Mind Tools (2009). Decision Matrix Analysis: Making a Decision by Weighing Up Different Factors. [online] Mindtools.com. Available at: https://www.mindtools.com/pages/article/newTED_03.htm.
] 











	Requirements
	Purchasing Equipment
	Splitting break times
	Increased break length
	Equipment schedule

	Weights 
	10
	10
	10
	10

	Ease of implementation
	5
	0
	2
	4

	Cost
	3
	3
	0
	5

	Minimal negative impact on productivity
	5
	0
	4
	3

	Moral boosting
	2
	0
	5
	2

	Increased productivity
	4
	4
	0
	0

	Total
	190
	90
	110
	140











Once the weighted grid analysis was completed; it was easier for the management team to see which of the options was best to explore and implement. Purchasing more equipment was clearly the better choice for implementation. As soon as it was agreed that purchasing equipment was the way forward, a risk assessment in the form of S.W.O.T. Analysis (toolshero, 2014)[endnoteRef:6] was completed to help answer any concerns or questions other people may have about the implementation. [6:  toolshero. (2014). Albert Humphrey. [online] Available at: https://www.toolshero.com/toolsheroes/albert-humphrey/https://www.toolshero.com/toolsheroes/albert-humphrey/ [Accessed 9 Nov. 2021].] 

[bookmark: _Toc87475818][bookmark: _Toc87475856] (
Strengths –
Easy implementation 
Minimal impact on employees 
Cheap to maintain i.e., cleanliness 
) (
Weakness – 
Energy consumption
Fitment of new plug sockets 
Signed off by higher management before implementing 
)





 (
Matching strategies 
) (
Conversion strategies 
)
 
 (
Opportunities –
Employees to return from break happy
Productivity boosting
) (
Threat – 
Maintenance 
Cost of implementation 
Yearly safety checks 
Damage
)

 (
Conversion strategies 
)
Once completing the risk assessment, the next step that was needed was to create a detailed plan for implementing the solution. Breaking down each part, step by step.
[bookmark: _Toc87475857]Develop a detailed plan for implementing the solution
The first step into developing a detailed plan is pricing. Please see below the prices for new equipment in Appendix (A). Before adding new electronic equipment, the company I work for have an extremely strict health and safety process along the governmental guidelines to electronic safety (Fire, 2020)[endnoteRef:7] Although this is not a legal requirement, the current UK legislation does state that UK businesses must maintain electrical equipment in a safe condition. Due to the size of the organisation I work for, we have an onsite electrical safety officer who’s duty it is to maintain the levels of safety around the factory including PAT testing all appliances. Although the UK legislation states the PAT should be completed annually, our electrical safety officer completes these six monthly. Once the new appliances have passed all safety requirements, the next step is to contact site services. Site services are a small group of employees that are required to keep the property maintenance up to a high standard. The reason for site services to be contacted is to in-put new plug sockets into the wall. This task would normally require a high amount of labour, including but not limited to, drilling and cutting the wall, feeding new electrical wires through the wall and making sure all fixtures are securely bolted to the wall. However, due to the nature of the company work for, and its ever-expanding operation. The walls that are within the warehouse are specially designed so that they can be taken down or put up with ease, have additional outlets added or taken away and ease of access to feed or ‘run’ wires in-between each other. The kitchen area already has cut outs in the walls to allow for easy implementation of new outlets, which means a quick job for site services. Although the tasks that are needed to be completed by the electrician and site services are quick and simple. There is a request process in which any work that needs to be done by either team has to be requested electronically, and an average wait time for each department is usually two weeks. Purchasing of the appliances also needs to be ‘signed off’ by upper management. Purchasing requests are also requested electronically. This procedure compared to the request system of site services and the electrician team is a much lengthier process. This process can take up to six weeks depending on the price and what the items that need to be purchased is. The reason for the lengthier process is that the finance department need to complete their own assessment to decide if the purchase is a financially reasonable choice. Depending on what the outcome of their assessment is, depends on whether or not the purchase can be made. If the equipment that is needed costs too much or is not a financially viable option, the finance team then keeps the request open for one week, which allows for any alternative options to be submitted without having to raise a new job or ‘ticket’ keeping the overall procedure as short as possible. To break down the process, it looks like this – [7:  Fire, S. (2020). PAT testing explained - everything you ever wanted to know. [online] Surrey Fire & Safety Ltd. Available at: https://surreyfire.co.uk/pat-testing-explained/#:~:text=PAT%20testing%20is%20not%2C%20in%20itself%2C%20a%20legal.
] 

1. Log a purchasing request with the finance department.
2. Finance then completes an assessment on the purchase request to decide if the purchase is feasible and justified.
3. This assessment is then passed on to upper management who decide if the purchase is needed and brings a positive impact on the company.
4. Once management give the green light, a request to site services must be logged with a detailed description of what is needed to be done.
5. Once site services have accepted and completed the request. A request to the site electrician is logged.
6. The site electrician then completes any safety and PAT testing requirements needed before powering on any new appliances.
7. New appliance is fitted with all safety regulations being adhered too and with all relevant certificates applied. 
Once everything had been requested from all relevant departments, a SMART Objective (Doran, 1981)[endnoteRef:8] was completed. [8:  Doran, G.T. (1981). There’s a S.M.A.R.T. Way to Write Management’s Goals and Objectives. In: Management Review. [online] pp.35–36. Available at: https://www.projectsmart.co.uk/brief-history-of-smart-goals.php [Accessed 22 Mar. 2021].
] 

‘An objective is a statement which describes what an individual, team or organisation is hoping to achieve. Objectives are ‘SMART’ if they are Specific, Measurable, Achievable, Realistic and Timely.’ (Managers.org.uk, 2019)[endnoteRef:9] [9:  Managers.org.uk. (2019). Management & Leadership. [online] Available at: https://www.managers.org.uk.
] 

	Specific
	Measurable
	Achievable 
	Realistic
	Time-bound

	To implement new kitchen appliances, in order to reduce stress on staff and increase productivity. 
	Once implemented, two months of recorded data with new appliances to be compared against two months of data taken prior to appliances.
	YES
	YES
	Medium term goal to be measured after two months of implementation.



A SMART Objective is completed to help monitor the performance of an objective. In this case the objective is to implement a solution to a problem that has occurred in the workplace and monitor it to confirm that the problem no longer persists and that the solution has had a positive impact on the employees. 



[bookmark: _Toc87475858]Communicate the plan to relevant stakeholder
Shareholders and Stakeholders although sound the same do differ greatly. As explained in an article by (BANTON, 2021)[endnoteRef:10] , both have an investment within a company but are different in terms of what type of investment. [10:  BANTON, C. (2021). Shareholder vs. Stakeholder: What’s the Difference? [online] Investopedia. Available at: https://www.investopedia.com/ask/answers/08/difference-between-a-shareholder-and-a-stakeholder.asp#:~:text=Shareholders%20are%20always%20stakeholders%20in%20a%20corporation%2C%20but.
] 

Shareholders –
· Can be an individual, company or institution that owns at least one share of the company.
· Has a financial interest in a company.
· Has the right to exercise a vote and to affect the management of a company.
· Owners of the company but are not liable for the companies’ debts.
Stakeholders – 
· Owners and Shareholders.
· Employees of the company.
· Customers who may rely on a company to provide a good or particular service.
· Suppliers and vendors who may rely on a company to provide a consistent revenue stream.
(BANTON, 2021)[endnoteRef:11] [11:  BANTON, C. (2021). Shareholder vs. Stakeholder: What’s the Difference? [online] Investopedia. Available at: https://www.investopedia.com/ask/answers/08/difference-between-a-shareholder-and-a-stakeholder.asp#:~:text=Shareholders%20are%20always%20stakeholders%20in%20a%20corporation%2C%20but.
] 

“All Stakeholders are Shareholders, but not all Shareholder are Stakeholders.”
Within the company I work, Stakeholders of the company are fed information from upper management and HR via an interactive system on their laptops and computers, which allows them to send any important updates or problems that may occur quick and easily. Alongside this, large notice boards are placed throughout the warehouse. This is where the update about the new appliances is being conveyed. Allowing all Stakeholders to read all available information such as time scale and location of any new implementations.




[bookmark: _Toc87475859]Assess appropriate monitoring and review techniques to ensure successful implementation of solution 

To monitor the overall success of the implementation, management have selected to continue using the SMART objective and referring back to the Timely section reviewing statistics and monitoring productivity after 2 months of initial implementation. Alongside this, management have allowed a selected timeslot within our monthly townhall meeting. All stakeholders and each member of management is present during this meeting where management relay information with regards to overall success and statistics of the company. These methods are known as Formal meetings. ‘A formal meeting is a pre-planned gathering consisting of two or more people with the purpose of achieving a common goal through verbal interaction.’ (Skillmaker, 2013)[endnoteRef:12] [12:  Skillmaker. (2013). Formal Meeting – Skillmaker. [online] Available at: https://www.skillmaker.edu.au/formal-meeting/#:~:text=A%20formal%20meeting%20is%20a%20pre-planned%20gathering%20of [Accessed 10 Nov. 2021].
] 

There is a daily occurrence within my place of work of informal meetings as well as formal meetings. 
Informal meetings are defined as –
‘An in formal meeting is a meeting which is far less heavily planned and regulated than a formal business meeting, and so lacks many of the defining features of a formal business meeting, such as minutes, a chairperson and a set agenda. These formal meetings are far more likely to take place in casual setting, such as a restaurant or coffee shop, or at one of the participant’s desks, rather than take place in a boardroom.’ (Skillmaker, 2013b)[endnoteRef:13]  [13:  Skillmaker. (2013b). Informal meeting – Skillmaker. [online] Available at: https://www.skillmaker.edu.au/informal-meeting/#:~:text=Define%20Informal%20Meeting%20%E2%80%93%20An%20informal%20meeting%20is [Accessed 10 Nov. 2021].
Appendix
 
] 

Using this method of conveying information is much more affective within my place of work due to it being such a busy environment. Using an informal meeting is also much more beneficial to the stakeholders, as they are able to relay any thoughts on the solutions that have been implemented, without having any interruption to their work. 

[bookmark: _Toc87475860]Summary

At the time of writing this, the problem that has been raised has had the relevant solution implemented. All parties that are concerned or involved are happy with the implementation. Although a solution has been implemented, no relevant data has been collected yet due to the time in which this is being written compared to the time scale of the monitoring process. I personally believe that most affective way of monitoring any progress within decision making and problem solving, within my working environment is an informal meeting. An informal meeting allows for a more relaxed environment, which I believe allows for a more of an honest opinion about any situation that is presented. Keeping employees relaxed when trying to get feedback about any type of implementation I believe is key to the overall success of the problem-solving technique that is used.
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Pay in 3 interest-free payments of £18.00 with PayPal. Learn more
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