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Define a complex problem in the workplace, including its scope and impact

Workplace issues can lead to decreased performance and productivity, loss of job/termination, decreased satisfaction/ happiness stress, and a wide variety of mental health issues.  (Bush, 2015)

Working in the Hospitality industry is challenging at times due to the different people that staff have to face on a daily basis. When problems arise, it’s the staff’s role to act professional and deal with different scenarios effectively and efficiently. Good hospitality workers should be able to communicate clearly and effectively in a team or individually. Working in the hospitality industry tends to involve working in a fast-paced environment while maintaining high standards, making sure that the customer always receives the very best possible service. This means that the job can at times prove very stressful; especially if you find yourself dealing with numerous demanding customers whilst trying to keep the managers and your superiors pleased. (Lobel, 2018) 

As I work in a Sports Bar and Grill located in a busy area, I have to deal with a lot of complex problems on a daily basis, one of the main problems is underage drinking. When underage drinkers are caught out, they tend to get their older friends to buy them drinks, which isn’t allowed. If all fails, they usually cause a drama. This problem has been ongoing for months which has knock on affects to many people. The person who would be in charge of solving this complex problem is the bar manager, it is their responsibility to make sure everything in the bar is running smooth and effectively. Financially, it would be beneficial to my workplace to serve people under the age of 18, but as it is against the law, no workplace is physically allowed to do so. The nature of this workplace is mainly relaxed during the week, but staff are more under pressure on weekends and on game days such as Six Nations and Champions League.


If you’re under 18, it’s against the law:
-for someone to sell you alcohol
-to buy or try to buy alcohol
- for an adult to buy or try to buy alcohol for you
- to drink alcohol in licensed premises (such as a pub or restaurant) (Gov.uk, 21)


Underage drinking in my workplace has many knock-on effects. It majorly affects the underage people themselves, as there is an age limit on alcohol for a reason. People’s bodies that are under the age of 18 are likely to not be prepared for a large amount of alcohol to be consumed, and also, they’re likely to act less responsible compared to someone who is the legal age. From past experience of watching young people try and drink, the younger generation are the age group that can’t handle their drink, end up being sick, and misbehaving… ruining it for everyone.

When younger people attend the workplace, the focus becomes more on them and less on the older regular drinkers. This is because the older generation tend to know their limit and act more responsible. This means that the loyal regular drinkers aren’t having the experience that they should be having. E.g- fast service, conversations and smiles.  The issue has a large impact on member of staff as their job is being made challenging and stressful despite dealing with their usual day-to-day work stresses.

The reasoning as to why this problem may be occurring could be due to members of staff being under 18, meaning that their friends may follow staff hoping to get served, but it’s financially beneficial to the owners of the pub to hire young people as their hourly rate is at a minimum.

There are a number of impacts underage drinking on a licenced premise can have, such as bar staff losing their jobs, bar manager losing their license as licensing have the authority to close the bar down. It’s important to tackle this issue instantly as the business’s finances will decrease in the long run due to loyal customers taking their business elsewhere. 

On average;

-90% of the alcohol consumed by underage drinkers is via binge drinking.
-Per the Youth Risk Behaviour Survey, 18% of high school students have engaged in binge drinking within the past 30 days.
-Even more worrisome, 5% of 8th graders and 17% of 12th-graders binge drank within the past two weeks. (Pitcher, 2018). 
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Analyse information on the identified problem, to help inform the decision-making process

This complex problem will have multiple possible solutions which will be identified further below but will need a great amount of consideration and organisation in order to come out with the best possible solution. 
There are a number of possible tools that can be used in order to attack this problem, but in order to identify the best one for this, I will use a different range of tools. After analysing information on the identified problem, it should help the decision-making process. The first tools that I am using is brain storming and mind mapping as this allows me to briefly note down the key points and express any ideas. 

Myself-  My job is at risk.

Regular drinkers- may want to find another local.

Bar manager- more pressure 

Underage drinkers- bodily damage from alcohol

Authorities- police being called out. Costs money per call out.

Business finances- likely to fluctuate when trying to resolve this situation



Myself
Regular drinkers
Bar manager
Underage drinkers
Authorities
Business finances


Impact
Scope

Underage drinking in my workplace





How to overcome






Regular ID           More                        Old school       More activities      Doorman     Ban them      Only employ     Education
checks.                advertisement        bouncers           for children                                  for life          people 18+
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A google forms was created and sent to regular drinkers in my workplace in order to make this research more accurate. Feedback states that people agree that this issue is more common with the younger generation. The opinions from others is very important as it allows me to get an understanding of other people’s views. The pie chart states that the younger generation are the people who cause the most conflict in their locals, which can hopefully be resolved after my research is done. 
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Propose a range of alternative solutions to the problem


The 5 Whys and 5 W’s method are both effective ways of finding solutions to complex problems which will be described and used below.  The 5 Why’s method includes explaining a situation and finding out the underlying cause by frequently asking ‘why?’
Similarly, the 5 W’s method is used in order to attack all areas of the problem. It includes- Who? What? Where? When? Why?

Underage people are attending my workplace hoping to get served alcohol underage.  This is likely to be happening as when the bar and restaurant is very busy, underage drinkers think that they will get away with it. They think this due to the volume of customers. When the bar is busy, there’s less chance to get spotted as the staff have to focus on a number of things such as serving food and drink and keeping the premises under control so that everybody has a good experience at my workplace. It’s important that we keep our good reputation up because people will leave good reviews online and it will make more people want to come and visit, which in the long run will increase the pubs finances.

Below is an Ishikawa diagram. It was popularised in the 1960’s and created by Kaoru Ishikawa in order to break down and show the potential causes of a specific event.  (Kaoru,1968). It helps teams understand that there are many causes that contribute to an effect.




Cost- Unsure whether solving this matter would be financially effective
Staff- not enough
- Manager not strict enough




People not being ID checked on the door



Age- People looking over 21 due to makeup + outfits
Activities- not enough activities promoted in that specific area
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Using a decision-making technique, evaluate a range of solutions to identify the most appropriate option

When finding solutions to this complex problem, I had to take into consideration such as cost, efficiency, value to customers and professionality. 
Below is a grid analysis. People use the grid analysis technique in order to weigh out a decision by scoring all the factors, pros and cons. 
A grid analysis is a useful technique to use for making a decision. It's particularly powerful where you have a number of good alternatives to choose from, and many different factors to take into account. This makes it a great technique to use in almost any important decision where there isn't a clear and obvious preferred option. (Mind Tools Content Team, 2020)

	Factors



	Cost 
	Efficiency 
	Professionality
	Value to customers
	TOTAL

	Weights



	1


              
	2
	4
	3
	/

	More advertisement



	3



                        
	2
	2
	3
	24

	Regular ID checks around the premises



	5
	3
	3
	3
	41

	Only hire staff who are over 18



	3
	3
	3
	2
	27

	Hire a door man



	1
	5
	5
	5
	46




The grid analysis table above states that the most effective way to stop underage drinking in this licenced premises would be to hire a doorman, as it has the highest total.  By hiring a door man, it would take the pressure off all other bar staff, and they can carry on doing their job up to a high standard without any distractions such as misbehaving customers. It would also be a very professional way of dealing with the underage as people are less likely to step foot on the premises knowing that there is a licenced bouncer on the door checking identification upon arrival. As well as age checking, they also check people for alcohol and drugs, which also lessens the chance of any misbehaving in the workplace. They are also able to remove people is any fights occur. This way is extremely effective in numerous ways which are beneficial to all staff and customers. This is a major part of this project as it finalises which option will be the most successful in order to tackle the complex problem as a whole.

Below is a Cost Benefit Analysis. 
A cost-benefit analysis is the process of comparing the projected or estimated costs and benefits (or opportunities) associated with a project decision to determine whether it makes sense from a business perspective. (Stobierski, 2019).


This gives me the opportunity to figure out whether hiring a doorman would be financially suitable for this business over a five-year period. A doorman is only required for ¼ of the year as they’ll only be needed for busy occasions such as the 6 Nations rugby, Champions league games, and private functions which require doormen. As well as the cost of hiring a doorman, there are a few other extra costs in which will be affected, such as uniform and hardware, such as a radio system so that they are able to communicate with bar staff. By looking at the ‘total benefits’ column, it’s clear to see that my decision-making tools have been successful and that hiring a doorman would be financially suitable for this problem to be overcome.
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Develop a detailed plan for implementing the solution


In order to figure out the time process of fixing this complex problem, I have created a Gantt Chart. This will show the time process of hiring a doorman and all the tasks that need to be done in order to find someone suitable. 
Gantt Charts were first developed around the turn of the 19th Century by American Henry L. Gantt, who, working with a colleague Frederick Taylor devised a method of describing production planning and resource loading for factories and workshops. (Lyons, 2018)

After creating this chart, I have concluded that in total it will take me nine weeks to find a doorman. A list of all the tasks from creating the job advertisement to signing the contract have been included so that I have specific and accurate timings. It’s important that my timings are worked out accurately, as I don’t want things to be rushed. By having a time frame which I can work towards it allows me to set targets and work more efficiently. The job role will be advertised online and by word- of- mouth. The vacancies will be published on Indeed, LinkedIn, Facebook and Twitter. This will take the longest time (three weeks) as we want to have a large amount of applications to pick from. 
Working towards deadlines have many benefits, such as;
They ensure that projects remain on schedule. They keep workers motivated to complete tasks. They also keep the business growing and moving forward, so that everyone in the company benefits from them. (Tripathi, 2016)

This project is a nine-week process, which has all been divided below on the Gantt Chart. The chart states that it will take one week to create the advertisement due to finding the correct terminology and figuring out what to write on the advertisement. 
As this complex problem needs to be resolved very soon, the process needs to be slightly rushed. The job advertisement needs time online so that numerous people notice it, meaning that a large number apply for the job role. For this reason, the advertisement will be advertised online for three weeks. It will take around a week to read CV’s and decide who to interview, another week for the interviewing progress and the final week to discuss working hours and contract signing.
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A stakeholder is a party that has an interest in a company and can either affect or be affected by the business. The primary stakeholders in a typical corporation are investors, employees, customers, and suppliers. The reason that they would like to be informed is because they have a clear interest in this project.

In order to identify the stakeholders needs, I will be creating a communication plan which explains; 

· What is happening?
· When is it happening?
· How is it happening?
· To whom is it concerning?
· Who is responsible?


Stakeholder analysis can help a project to identify:
-The interests of all stakeholders, who may affect or be affected by the project
-Groups that should be encouraged to participate in different stages of the project
-Ways to reduce potential negative impacts and manage negative stakeholders
-Potential issues that could disrupt the project
-Communication planning and stakeholder management strategy during project planning phase. (Management, 21)


This is an important technique which analyses the needs of people who have taken interest in this project. 

	Description
	Frequency
	Method
	Audience
	Owner

	Name of the communication
	Time
	How
	Who receives communication
	Who’s responsible

	Email updates
	As needed  
	Email newsletter 
	Job seekers
	Project manager 

	Staff meeting
	As needed
	Staff meeting
	Bar staff 
	Project manager

	Workplace update
	Once every 6 months
	Letter
	Council
	Project manager

	Customer update
	As needed
	Leaflets/ flyers
	Customers
	Project manager



As previously mentioned, the table above states that there are a number of stakeholders in this project which are the jobseekers, bar staff, council and customers. They will all have different forms of communicating this project as some ways are more convenient and effective than others. The table also states who’s responsible and frequency, which in this case is the project manager for all methods.
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It’s extremely important to use monitor and evaluation techniques as it helps develop new targets and improve efficiency of a project, so for the benefit of this project, a Gantt Chart was chosen as it was the most appropriate tool. It is the most appropriate tool for this project as it clearly projects how long tasks should take and also the plan in order to complete the ultimate task. Gantt Charts are an easy way to keep an eye on progression and development and supplies all the right criteria.
There are a number of other tools which could be used… such as: Meetings (formal and informal), action plans and communication plans. 
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What do you think the best possible way to stop underage drinking in your local would be?

8 responses

Ban them

0ld school Bouncers, that would beat you up if you messed about.
Always ask for ID

Valid passport only for id

Offering more activities for children

ID upon entry

Education and other options

ID
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What age groups do you think causes the most conflict on a night out? E.g- Fights, arguing etc
7 responses

01825
02635
03555
055+
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I COST ]

Years
[ 1 I 2 I 3 I 4 [ 5 |Cost Total
List costs here
One employee (doorman) needed 1/4 year £1,680 £1,680.00 £1,680.00 £1,680.00 £1,680.00 £8,400
Money underage spend on drink £400 £400.00 £400.00 £400.00 £400.00 £2,000
Damages to the premises £200.00 £200.00 £200.00 £200.00 £200.00 £1,000
Fines from lisencing 0 0 0 0 0 0
Hardware- Two way radio £170.00 - - - - £170.00
Total Benefits [ £2450]  £228000]  £2280.00]  £2280.00]  £2280.00]  &M1,570]
[ BENEFIT ]
Years
[ 1 | 2 | 3 | 4 | 5 |Benefits Total
List benefits here
More efficient staff- (£65 per shift pp) 4 shifts a week £13,520] £13,520] £13,520] £13,520] £67,600]

Total Benefits

Work out ratios below

Benefitto Cost Ratio = Total Benefits = 9.84:2
Total Costs

Net Annual Benefit = Annual Benefit - Annual Cost

(Firstyean)[ " ezmn]  minus = equals

Net Annual Benefit = Total Benefits — Total Costs = £67,600| minus £11,570
5

we- | 112086]
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BMSK4004 Gantt Chart: Chloe Davies
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