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Introduction
[bookmark: _Toc110092797][bookmark: _Toc456901517][bookmark: _Hlk111050574]I have been studying decision-making and problem-solving in the workplace throughout this module. The first step in solving a problem is to recognise it and consider its nature, extent, and effects. Studying problem-solving techniques including cause-and-effect diagrams, fishbone or Ishikawa diagrams, mind maps, and flow charts.

I've gained knowledge in data analysis, developing grid analysis and cost-benefit analysis that consider the annual benefit and expense of the problem. By developing a communication plan, I have gained knowledge about stakeholders and shareholders. Using monitoring techniques, and learning how to create a gantt chart for project planning and scheduling,

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

The problem I am having at work is a staff member that isn't performing their duties well by frequently disappearing for long periods of time and not finishing their tasks leaving others to pick up the extra work.

I work in an office with four other administrative staff members from two separate departments. Two people work together on the same task, greeting patients, visitors, and other healthcare professionals as well as operating the barriers in the car park to permit them in as well as admin duties. 

When this member of staff is absent for extended amounts of time or do not finish their task by the end of the day or week. This has an effect on both that team and the rest of the office, forcing them to assist patients in the car park or, if the team is absent, meet them at reception. As we face more pressure to take care of other things, office morale suffers. A team member becomes so overwhelmed by the increased effort that they consider quitting.

This would be reported to the team lead or head of our department and if needed Human Resources. 

The NHS People Promise outlines what our NHS people can expect from their leaders and from one another and was introduced as part of the NHS People Plan for 2020–21.
This enhancing staff retention guide seeks to assist companies and line managers in taking into account the critical factors that influence employee retention. It contains organisational priorities that must be in place to assist our NHS staff, retention enablers, and practical initiatives that have a direct impact on your employees' work experiences. It is intended for anyone, including HR managers and line managers, who is in charge of enhancing employee satisfaction and morale as well as lowering turnover in their organisation.
("Improving staff retention", 2022)


[bookmark: _Toc110092798]Analyse information on the identified problem, to help inform the decision making process

[bookmark: _Hlk111051366]To me help analyse the information of the problem, I have created a mind map and an Ishikawa diagram.

Mind maps assist you in visualising how information fits together, whether you're creating new ideas or organising already-existing knowledge. Mind maps offer a broad and adaptable framework to enhance your thinking. Instead of using lengthy sentences or blocks of text, create a mental map. Mind maps, which are made up of keywords, aid in the simplification of any information on a page (rather than long sentences). A structured visual summary that is quicker and easier to understand is created by condensing information into keywords and brief triggers. 
("What is Mind Mapping? What Are Its Uses? | Mindmaps.com", 2022)More costly
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According to the mental map I made, it is obvious that moving the employee to a different role or department or terminating their employment would be more expensive for the business. The best course of action would be to arrange an informal chat or to provide the staff member who is least effective with further training in that area.
Ishikawa diagram
Although the concept of the Fishbone became popular in the 1960s, its origins go back to the 1920s. In the 1960s, a Japanese quality management expert Kaoru Ishikawa applied the tool to deal with challenges at the Kawasaki shipyards. The same system was used during the design of the Mazda Miata sports car, factoring all aspects like an armrest for the driver. Even though the tool was applied to manufacturing, it is suitable for a host of other uses.
[bookmark: _Hlk113217310]You might not be aware that a fishbone diagram goes by many other names, but it is the same type of diagram. 
The first is named directed after its creator Dr. Kaoru Ishikawa. 
Ishikawa Diagram 
Fishbone diagrams
Herringbone Diagrams
Cause-and-Effect Diagrams
Fishikawa 

[bookmark: _Hlk113220755]Ishikawa diagram also called: cause-and-effect diagram is one of the seven essential quality tools is this cause analysis tool. The fishbone diagram shows numerous potential root causes of an impact or issue. A brainstorming session can be organised using it. Ideas are categorised instantly into practical groups. (2022) 
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You may visualise the problem's effects on other parts of my workplace by making an Ishikawa diagram. The culture at work fosters hatred and disregard for others. When a patient arrives, the car lot barrier is unmanned, equipment is left unattended, and phones go unanswered. Staff members take on extra work then feel overworked, which causes stress. The increased activity has a negative influence on staff morale. For most employees, this may end up being their worst workplace.
The 5 whys
Any team or procedure could run into unforeseen issues. Problems, however, are merely signs of more serious problems. Quickly resolving a problem could be a practical option, but it won't shield your work process from persistent errors. Your team must concentrate on identifying the root problem and appropriately addressing it for this reason. Sakichi Toyoda created a technique for problem-solving in the 1930s, asserting that simply asking "why?" five times, both the nature of the issue and its resolution become obvious.
 The 5 whys - One of the most powerful root cause analysis methods in the Lean management toolbox is the five whys technique. Every team encounters obstacles while working each day. However, by applying the 5 Whys, you can identify the source of any issue and shield the procedure from repeating errors and failures.
("5 Whys: The Ultimate Root Cause Analysis Tool", 2022)
Staff Member not working effectively and not completing tasks on time 




    [image: ]Patients not being let into carpark

    [image: ]The car park is not being manned in reception

    [image: ]Staff member is not at reception to let them in 

   [image: ]Other staff member are having to pick up extra work 

[bookmark: _Toc110092799]   [image: ]Staff member away from their post for long periods of time


According to the five reasons I came up with for why my problem at work exists, the employee is away from reception for extended periods of time. I now need to consider potential answers looking at all solutions and conduct a grid analysis to determine the best course of action.
Propose a range of alternative solutions to the problem
Every office has a fire to put out, whether it's workplace harassment or team members picking fights, but making sure you're actively working to find solutions with the right tactics should be at the top of your list of essential abilities. If not, it will be more difficult to address the wide range of problems affecting your productivity levels the longer you wait. Although you may believe that being passive aggressive with your co-workers is the best course of action, this will eventually come to a head and taint the workplace. 
Because things don't always go as planned, it's a good idea to have some contingency plans in place. The goal of problem-solving is to put things right and return them to their proper course. Because everything that goes wrong with customer service, supply chain difficulties, budgeting, and other areas can significantly damage the company's profitability and general success, employers place a high value on your ability to address problems in the workplace.
Knowing the solution to a straightforward numerical equation is only one part of solving difficult challenges in life or at business. The ability to recognise a problem, pinpoint its origin, locate solutions, and put those solutions into action are all necessary components of problem-solving. To get the desired result, each of these actions is necessary.
(Moran, 2022)
These are the possible solutions that can be implemented at my workplace.
Solution 1 – To terminate the employee from their post
Solution 2 – Transfer employee to another department 
Solution 3 – Give more training to the employee 
Solution 4 – Carry out an informal chat with the employee 
Solution 5 – Carry out a formal disciplinary
Despite the fact that there are only five solutions, each one has a result that could significantly affect the business. such as the need to re-employ workers, additional training expenses, time required for relocation, meetings, or monitoring progress.
[bookmark: _Toc110092800]





Using a decision making technique, evaluate a range of solutions to identify the most appropriate option
Grid analysis is a good technique for making decisions, and it works best when there are many possibilities and many factors to take into account. This method can be used for all crucial outcomes if there isn't a clear best option. When using grid analysis, the elements that should be carefully considered are placed in rows and the likely alternatives are placed in columns in a table. We assign weights to the variables based on our best judgement. According to our evaluation, the table's relevant choice and factor combinations are all noted. The decision priority will be shown by adding the scores. 
The decision-influencing variables are provided in rows, including time, price, reputation, and team morale. Columns are added with the expected choices, including training, informal chat, formal disciplinary, relocation and exit/termination. According to their respective weights, the components are given weights. For example, the factor of time is given a weight of 3. The choices are broken down into corresponding totals. For instance, training received 2 ratings for time. A weight of 4 has been assigned to time. Following the application of the weight factor, training's net appearance marks are 4 x 2 = 8. For each of the variables and each of the options, this process is repeated. In this case, informal chat receives a net score of 75, making it the preferred choice. I've prepared a grid analysis of the chosen solutions below.
("Decision Tree vs. Grid Analysis: Comparison of Techniques", 2022)

	Factors
	Time 
	cost
	Reputation 
	Team morale
	total

	Weight
	4 
	3 
	3
	5
	

	Training 
	2 8
	1 3
	4 12
	5 25
	12 48

	Informal chat
	5 20
	5 15
	5 15
	5 25
	20 75

	Formal disciplinary 
	3 12
	3 9
	5 15
	5 25
	16 61

	Relocation 
	2 8
	5 15
	5 15
	5 25
	17 63

	Exit/Termination 
	4 16
	3 9
	4 12
	3 15
	14 52





Coast and benefit analysis 
Businesses utilise a methodical procedure called a cost-benefit analysis to choose which options to take and which to ignore. The cost-benefit analyst adds up the potential benefits anticipated from a circumstance or activity, deducts the overall expenses related to that condition or action, and adds the results back up. 
Key points 
· A cost-benefit analysis is a method for calculating the benefits of a decision or course of action less the expenses related to that decision or course of action.
· Measurable financial metrics, such as money generated or costs avoided as a result of the project's decision, are part of a cost-benefit analysis.
· Employee morale and customer satisfaction are only two examples of intangible advantages and costs that might be included in a cost-benefit analysis.
· Sensitivity analysis, cashflow discounting, and what-if scenario analysis for numerous options may all be included in a more complex cost-benefit analysis.
· All things being equal, it will typically be advantageous for the business to take on a project if the analysis shows more benefits than expenses.

("What Is Cost-Benefit Analysis?", 2022)
As a result of the grid analysis above, the decision was made to hold a formal conversation and keep them in their current position. Unless the other member of staff on whom this would have a significant impact left, there would be no cost. if improvement is not made following the informal conversation and the staff member continues to work ineffectively and not finish's their task on time, the other team member would leave.  We would then need to look at step 2 from the grid analysis and this was to relocate the member of staff, this then would cause cost to the company. 
  
To move the member of staff to another department the cost would be as follows
· To look for another vacancy contact department – 2 hours
· Meet the member of staff and talk through new department – 1 hour
· Staff member to meet new department manager - 1 hour

Each member of staff earns £10 per hour.  
It took 2 hours to look for another vacancy and contact that department =£20
Current manager and staff member meet to discuss the new department for 1 hour = £20
Staff member to meet new department manager for 1 hour = £10
This totals to = £50 cost to the company

The benefit to relocating the staff member to another department would be
· Team morale improves
· The risk of losing staff
· 1 is thinking of leaving

The total benefit to the company would be:
£5000, if the team member does leave this would mean the company will need to re-employ staff and the total cost to re-employ with advertising, payroll, interviewing and training would cost the company £5000 but as the team member does not leave the company has now saved a total of £5000

	
	Year
	

	Cost listing
	1
	2
	3
	4
	5
	Total cost

	Time looking for another vacancy/department 
	£20
	
	
	
	
	

	Meet staff member to discuss new vacancy/department 
	£20
	
	
	
	
	

	Staff member to meet new manager
	£10
	
	
	
	
	

	Total Cost
	£50
	
	
	
	
	




	
	Year
	

	Benefit listing
	1
	2
	3
	4
	5
	Total Benefit

	Advertise new vacancy
	£1,000
	
	
	
	
	

	HR admin
	£500
	
	
	
	
	

	Interviewing
	£1,500
	
	
	
	
	

	Manager admin 
	£500
	
	
	
	
	

	Training new member of staff
	£1,500
	
	
	
	
	

	Total benefit
	£5,000
	
	
	
	
	



I developed a cost-benefit analysis ratio (see Appendix 1) Although the cost and benefit are calculated over a period of five years, I am only concerned with the first year because the company will incur no further expenses once the staff member has transferred departments and the problem has been handled.

[bookmark: _Toc110092801]





Develop a detailed plan for implementing the solution

One of the most common and effective methods of displaying activities (tasks or events) displayed against time is a Gantt chart, which is frequently used in project management. A list of the activities is located on the chart's left side, and a suitable time scale is located along the top. A bar is used to symbolise each activity, and the position and length of the bar correspond to the activity's beginning, middle, and finish dates. This enables you to see at a glance.

Karol Adamiecki, a Polish engineer who oversaw a steelworks in southern Poland and had developed an interest in management theories and practises, created the first Gantt chart in the middle of the nineteenth century.
Henry Gantt, an American engineer and project management expert, created his own version of the chart about 15 years after Adamiecki, and it was this that gained widespread recognition and popularity in western nations. As a result, charts of this kind would come to be known by the name of Henry Gantt.
Since ongoing change is a characteristic of most projects, the first Gantt charts were made laboriously by hand; each time a project changed, it was essential to alter or redraw the chart, which limited its utility. Gantt charts may now be quickly made, updated, and printed thanks to computers and project management software.
Today, tracking project schedules is where Gantt charts are most frequently utilised. In order to do this, it is helpful to be able to display additional details about the different project tasks or phases, such as how the activities relate to one another, how far along each job is in the process, what resources are being used for each work, and so forth.
("Gantt.com", 2022)
I've created a gantt chart below to show how the work-related problem will progress and how long it will take to fix.

[image: ]

By making a gantt chart, you can quickly identify what processes need to take place and how long they will take. As you can see from the gantt chart I have created above, the last process may take longer. This may be because of any delays like waiting for replies, HR administrative staff may be unavailable, and processes take a little longer, manager may be out of the office and decisions cannot be made, clearance checks may take time when hiring staff, etc. I've made sure to allow time for any unforeseen problems that might arise.
[bookmark: _Toc110092802]Communicate the plan to relevant stakeholders
Stakeholders can be internal such as staff, or external, e.g. customers and suppliers. Some stakeholders will be more relevant than others depending on the manager's function and the goal of the company; for example, the government may be more important to an HR manager than it would be to a social media manager.
Depending on what is most appropriate, communication might be verbal, written, formal, or casual. To guarantee that all stakeholders can be reached and that the information presented is understood, some situations call for a combination of written and verbal communication. For example, it might not be suitable to send a skype message to a possible new client; instead, a more formalised email or face-to-face meeting could be utilised. It is vital to understand your audience so you can select the most appropriate medium.
Emails are excellent for reaching a large audience since they may be sent simultaneously to a number of recipients or stakeholders. They might be utilised to preserve or create new partnerships. The drawback is that it doesn't demand attention and can be misunderstood, so you might need to follow up to make sure appropriate communication is made.
Verbal communication is better for developing 1-on-1 relationships since it has a more personable approach. Face-to-face meetings can take a lot of time and be challenging to facilitate; as a result, written communication, like email, is often utilised to assist and give a paper trail.
Good communication with a client or stakeholder can help you better understand their objectives and long-term goals, allowing you to analyse and modify the way you support them in achieving these goals. This indicates areas that need improvement and more attention, which helps organisations plan resources and locate chances for growth and development.
(2022)
The stakeholder communication plan I came up with is listed below.
[image: ]

Talking about the issue with the employee who is the root of it would be the first step. After having this conversation, get in touch with HR to arrange a meeting and talk about the prospect of the employee moving. The next step would be to look for another opening or department, then get in touch with the manager to set up a meeting and go through the job description and start date. It is therefore necessary to relay this information to the employee who will be transferred and make arrangements for them to meet the new management. Once everything is settled, HR can begin the hiring process for a new employee.

[bookmark: _Toc110092803]Assess appropriate monitoring and review techniques to ensure successful implementation of solution 

To make sure a project moves toward its goals and objectives, project monitoring and evaluation procedures utilise supervision, evaluation, appraisal, and feedback. Monitoring is a continuous process that gauges how well project inputs become outputs. Evaluation, on the other hand, tracks success in achieving objectives and goals. Evaluation entails a recurrent examination of project needs, performance, progress, efficiency, impact, and relevance. The development of new goals, programmes, and strategies is aided by efficient project monitoring and evaluation. Additionally, these methods help programmes stay on course and enhance project accountability and efficiency.
Making an action plan aids in keeping focus. Without an action plan, a lot of time could be wasted working on the objective without making much progress, or you can decide not to do anything at all because you don't know where to start. With the use of an action plan, you can make sure that your choices and activities are focused on reaching the desired outcomes.
Team members who feel like they had a say in the plan's development will be more driven to carry out the plan's recommendations because they will feel like they have their own goal.
In my employment, we would conduct an informal chat with the member of staff causing the problem as the primary method of monitoring for an ongoing issue. Regular evaluations and team meetings to discuss difficulties or issues would be used to track this progress. Given the effect the issue is having on the rest of the team, these reviews would occur more frequently. We also do annual PDRs, or personal development reviews, which offer team members the chance to talk about any problems they are having or areas they want to improve. Individual training is strongly encouraged for all staff members who are interested in it.
(2022)




[bookmark: _Toc456901523]
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Appendix 1
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Tasks  Week 1 Week 2 Week 3 Week 4 Week 5 Week 6

Discussion with staff members on problem 

Paraellel 

Discussion with staff member not working effectively on problem 

and outcome made

Sequential 

Manager to look for new vacancy/department & liaise with HR

Sequential 

Managers discussion with new departments manager Sequential 

Managers discussion with staff member on new department start 

date   Sequential 

New member of staff to be employed 

Sequential  Sequential  Sequential 

BMSK4004 Gantt Chart: Rachel Witheridge
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ID STAKEHOLDER INFORMATION METHOD

TIMING OR 

FREQUENCY

SENDER ASSUMPTIONS CONSTRAINTS

S001 Employee 

meeint with employee to discuss 

problem 

email to arrange a f2f meeting  as aoon as able  office manager  None. email clear  with no misunderstanding 

S002 Contact HR  Arrange a meeting  via teams  Email  as soon as able  office magager   make sure no language barriers  Email clear and to the point 

S003

Contact new 

department 

Discuss relocation of staff member  Email  then met via teams  Dates tbc office manager 

Assumes that new department manager has 

all the information on the new post and start 

date

manager is stll availbale on given date.

S004 Employee 

current manager to discuss new 

department and finalised details  with 

employee

email/or go to office to arrange a 

f2f meeting 

as aoon as able  office manager 

staff member will be happy with the final 

details 

email clear  with no misunderstanding 

S005 Employee 

Employee to meet new depatment 

manager 

telephone to meet F2F Dates tbc office manager  None  manager is stll availbale on given date.

S006 HR

new advertisment for new post i vis teams meeting  Dates tbc office manager  None  clear deatail are given n new post 

STAKEHOLDER COMMUNICATION  PLAN
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100

Net Annual Benefit = Annual Benefit - Annual Cost

(First year)

5,000

minus

50

= equals

4,950

Net Annual Benefit = Total Benefits – Total Costs        = 

5000

minus

50

NAB =

990

              Total Costs

Work out ratios below

Benefit to Cost Ratio = Total Benefits = 

5

5


image1.jpeg
PRIFYSGOL CYMRU ———
S Y Drindod Dewi Sant
UNIVERSITY OF WALES

Trinity Saint David





