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[bookmark: _gjdgxs]Define a complex problem in the workplace, including its scope and impact
Throughout this assignment I am going to be identifying the complex problem I am dealing with in my place of work . I am an eyelash technician working within a busy beauty salon . Recently I have experienced retention issues with my clients, they are not lasting as they should which can become a big problem for me and my reputation. I am going to identify the scope and impact this is going to have on everyone involved through different forms of ideas, graphs and data which should give me the root cause that I can then put into action and fix the problem.I am going to put a time limit on the processes i am going to use and how long i need to fix the overall problem as 6 weeks. I will set myself a budget of £500 for anything that will cost me as I am solely responsible for finding the solution needed.

PROBLEM -Eyelashes are not sticking

SCOPE - Me, clients, my family, clients family, colleagues, current glue suppliers, social media followers, landlord, utility suppliers, friends, clients friends.

IMPACT- Reputation/financial strain of therapist, financial strain for client and family, confidence for client, client not socialising with friends, rent not being paid, bills not being paid glue suppliers losing money.

When identifying the problem then looking at the scope and impact you can see that just from this one problem a lot of people may be affected through different ways. 






[bookmark: _30j0zll]Analyse information on the identified problem, to help inform the decision making
Following on from above I now need to find the correct  solution to my problem by firstly making a mind map with possible causes  as you will see below. 
   [image: ]
In this  mindmap I have put the main problem in the middle and then worked outwards with possible causes on that problem .I can now elaborate on that by 
Brainstorming and finding a connection between each cause.

[image: ]




 By doing this I can see there are a number of potential causes but I now need to find the root cause to be able to fix it .  The 5 whys is a method where you ask the question why 5 times , by doing this it is thought that you should then have enough information and have thought about it enough to get to the root cause of a problem. I am going to demonstrate this below for example :
 
1. Why are the eyelash extensions not lasting ?
     The clients eyelashes were dirty when attending appointment

2. Why were the clients eyelashes dirty ?
     They didn't wash them 


     3. Why didn't they wash them ?
      They thought it best not to get them wet

      4. Why did they think it best not to get them wet?
      They had forgotten they had to wash them 

      5.why had they forgotten?
     Because the technician only gave verbal aftercare advice at the initial
     appointment.

root cause - The client had forgotten how to look after the lash extensions so the technician and their business would benefit from investing in aftercare cards/leaflets to give to all clients at the initial appointment so the client can look at what they should be doing when needed.
     


Propose a range of alternative solutions to the problem

Now I have used a few different methods as seen above to find different ways and solutions on how to fix my problem. I am going to list these solutions and see how realistic and appropriate they would be and if they would work .
· correct application of extensions - A training course to brush up on technicians skills, tools used may need  to be changed or broken, products/glue used may not be working as it should 
To send the technician on a training course  would take time which isn't really feasible  it would  also  be quite expensive  as well as changing tools and products
· Medication and skin problems - This isn't something that i would be able to change so this wouldn't be an option    
· Temp and humidity  - windows open/closed, heating on/off , a/c unit
I could easily open or close the windows or turn the heating on or off but there are other people in the salon working so it might not be possible and purchasing an a/c unit would be expensive.

· Length of time it takes to do the treatment - glue may be curing to quickly due to room conditions , therapist may need training to become quicker, client may be moving to much 
again changing the room conditions would be hard due to other colleagues working alongside you , sending the therapist on more training will take time and be expensive and other than asking the client to keep still i wouldn't have control over that.
· Up to date training - Practical training courses , Elearning and relevant books.
Practical training courses are expensive and time consuming as they dont run constantly so would need to wait for the next space available , elearning on the computer is a good  option also the books could be borrowed from the library instead of being purchased.
· Room conditions - room being too hot , room being too cold, lighting to dim.
I again can open/close windows or turn heating on or off but with other colleagues working alongside me may be a problem. Also I could change the bulbs to be able to see better although this would affect the lashes bonding.  
· Client aftercare - clients wearing make up , clients using oily skin care products.
Client aftercare and knowledge on how to correctly look after them  is very important in how the lash extensions last. making sure I have aftercare cards available for all clients could help massively and wouldn't be a massive cost to me or the business and time wise could be done very quickly. 
· Faulty stock - manufacturer  fault, poorly storing the product once received - i could contact the manufacturer to see if they have had any other complaints and also check that i am storing the glue in the correct conditions it says on the bottle 

Based on the above I've come to the conclusion that updating client aftercare would be the best option to fix the problem and the most effective . I can get this done in a short space of time, it would be financially viable and long term effective and beneficial to both parties.




 




[bookmark: _9ljlux4dpt57]Using a decision making technique, evaluate a range of solutions to identify the most appropriate option
After completing and analysing my mind map and brainstorming and also looking at the potential causes and how to fix them,  it gave me a clearer idea of what the cause of my problem could be . I then ran the most probable cause through  the five whys method to give me the root cause. Now I need to take into account more factors of how the answer to fixing my problem is going to be beneficial for my business but also financially viable and time scale  appropriate.
The  next method I am going to use will be a grid analysis where it will take multiple factors into consideration , it will also account how important each factor is to me and my business.










	Factors:
	Cost
	Time
	Client satisfaction 
	   totals
	

	Weights:
	5         
	4
	5
	
	

	Aftercare leaflets
	5           25
	4            16
	5             25
	66
	

	Up to date training
	4           20
	5            20
	4             20
	60
	

	Product change
	2           10
	2             8
	3             15
	33
	

	Working conditions
	4           20
	4            16
	4             20
	56
	







Key : 0-5
0- least important
5- most important 

Taking into account the outcome of the grid analysis above it shows me that 
· Changing the products that are currently used would be the lowest scored so therefore not the best solution
· changing my Working conditions could benefit but again not massively
· Up to date training scored highly , although not the highest it would benefit me and my business 
· Making sure all clients know the most up to date aftercare instructions would be the most effective solution over any.
I now need to figure out if my top scoring result from my grid analysis is financially viable for me to be able to fix my problem. I am going to use a cost benefit analysis to check its cost effectiveness so then I can hopefully take the best course of action needed .






TABLE 1 list all costs

In table 1 I am going to put in how much it would cost me over 3 years to make sure I have the correct aftercare leaflets to give all new clients with every initial appointment . I need to make sure that this is going to be affordable for me before deciding that this is what I am definitely  going to do.



[image: ]
This table has shown me what the total cost of me having new leaflets made over 3 years will be but  also taking into account reprints for price changes and updated methods. Overall it will cost me a total of £700.
Table 2 list all the benefits
[image: ]






[bookmark: _2et92p0]Develop a detailed plan for implementing the solution

After going through the cost benefit analysis above , it has given me the information needed to confirm that the solution to my problem of making sure I give clear aftercare instructions out at every initial appointment will be financially viable for me and my business. I now need to develop a detailed plan to implement these decisions to move forward in solving my problem. Below I am going to include a Gantt chart of a time frame on how long this process is going to take me and what needs to be done and when . 
[image: ]
As you can see above I have detailed what needs to be done and when . My Gantt chart is set over 4 weeks as that is how long I expect this change to take .Looking at the order of when certain things need to be done you can see that some actions run parallel with each other which means that i can be looking at doing more than 1 action at a time whilst some are sequential which means i need to complete the task previous before moving on to the next . None of these actions need to be delegated to anyone else so I am the only person to be completing them .The First step during week 1 is to do some research into who I will be using to print my leaflets and how much it is going to cost . The next action will be for me to design and write my leaflets but also to organise funds so I have them in place ready for when they will be printed. I can do both of these things in week 2 . Next I will choose the company I wish to use and arrange printing , that will be week 3 and lastly during week 4 I will be giving the leaflets out to all customers new and old at their next scheduled appointment.












[bookmark: _tyjcwt]Communicate the plan to relevant stakeholders

I now need to take into account who this problem/change is going to affect. I need to identify the relevant shareholders and stakeholders and how closely this is going to affect them . I am going to show how I'm going to relay this information and communicate this through a communication plan .
Shareholders

A shareholder is someone who has  financial interest/gain  in a company , so would be the owner or any person or company that owns at least one share of a company's stock  They could have shares in a LTD company or shares of stock.Sole traders don't tend to have shareholders as they run a company by themselves. 
Stakeholders
A Stakeholder  has no financial interest in a company but could have influence over a company. Stakeholders could be anybody that could have some type of influence so media, employees, community could all do this. They can have an interest in the performance and reputation of a company.
Relating this to my problem I would be the only Shareholder as I am a sole trader however the list of stakeholders would be much greater, potential stakeholders could be :
 Me , clients, my family, friends, suppliers, colleagues, bank, landlord,utilities companies and social media.  
 I am going to use an Influence-Interest matrix tool to prioritise and rank the stakeholders influence.
High Influence , highly interested people - manage closely
High influence, less interested people - keep satisfied
Low influence,highly interested people - keep informed
Low influence, less interested people - monitor

Influence-Interest Matrix tool 

[image: ]
Now that I've identified who I need to keep informed of what's going on and how closely, I'm going to make my communications plan .  In this im going to : 
· Identify stakeholders - To whom im communicating with
· Identify their expectations - Why am i relaying this information
· Identify the communication necessary to satisfy stakeholders expectations and keep them informed - How am i going to send this information
· Identify timeframe and/or the frequency of the message - When will i send /how often
· Identify how the message will be relaid to stakeholder (their preferred method) how it will be sent 

Communication Plan
[image: ]
I have now identified all aspects of my problem by using various methods/tools . I have made sure that anyone this can affect is informed properly and have taken all measures . I will be monitoring these changes and if needed change things accordingly .












[bookmark: _3dy6vkm]Assess appropriate monitoring and review techniques to ensure successful implementation of solution 
I am now Going to move forward with this plan of action. In the future I want to monitor how efficiently this conclusion works for me .I could use a number of methods to do this such as Gantt chart , communication plan or action plan however  I will be using the monitoring technique of a Gantt chart as previously used in this assignment above to do this.  I have found it is my preferred method to analyse the data needed and can give a clear and efficient guide as to if something is working or not. I find the Gantt chart is a clear way of setting out what needs to be done and when , it can be followed simply and can easily be tailored  If I need to change the chart to what is needed or my problem at that time.






[bookmark: _kx0ah38avzy9]
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[bookmark: _4d34og8]Appendix 1
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