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

Working within the catering industry there are two elements of the business. Firstly, face to face customer service within a shop environment, which include a delivering service and secondly, providing buffets for private functions. Due to the COVID pandemic there has been a significant decline in sales for buffets which has impacted on the business. The owner of the company has made the decision to reduce staff and/or hours with a view to minimise outgoings. It is the authors opinion that this is a “problem solving” type of issue as it requires a level of importance to resolve. 
Whilst the student recognises the owner’s thought process to reduce outgoings, they do not feel this is the correct approach. This has generated large volumes of customer complaints, due to the service that is being provided, mainly long turnarounds and loss of sales as unable to cope with the workload. Staff are overworked, demotivated and feeling undervalued, as a result of the excessive duties and minimal pay. Whilst the owner has reduced hours for all current team members, his approach is that on days he feels it is too busy, he will contact staff not scheduled on the rota to come into work. This is not something the author is prepared to commit to and do not feel this is the correct way to run a business. 
The company has built a very good reputation over the years for the standard of food they produce. However, the service at present is having a significant impact on how the business is viewed. From a personal perspective the student is aware of various individuals who have stopped their custom due to the excessive waiting times. This highlights the fact that irrespective of how good a product, bad service is an important factor in any line of business. 
With regards demotivated staff, not only is this intense during working hours, but staff are also incredibly tired at the end of the day which impacts into their personal life, which also has a knock-on effect with their families. Their salary is not great; therefore, team members are deciding if alternative employment is a better option. 
Ultimately, as well as customers and internal staff, the owner will also be affected. Catering for private functions was once the primarily source of income for the business so having to adjust in order to keep your business running must be a challenge. However, as mentioned above the author does not agree that by solely reducing staff and/or hours is productive. By taking this approach, the level of service being provided has dropped as well as sales, therefore getting the right balance here is key. 
The student recognised the biggest challenge of this process would be getting the owner to agree to additional outgoings, as he is the person that would need to authorise the implementation of the process. However, the author feels by looking at the bigger picture the business would be in a much better position, in terms of providing a good service, increase morale internally, which in turn will maximise productivity and increase sales. 
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Analyse information on the identified problem, to help inform the decision-making process

The student conducted a brainstorming session with her colleagues and business owner relating to the above problem – see appendix A. It is the general consensus that there is additional pressure on the team and are not delivering the expected service to customers. 
Once listing all ideas, as a group discussion it was apparent that all team members felt further staff would be required. Whilst some suggestions were totally dismissed by the owner, mainly, amend opening/closing times, stop taking phone orders and recruit two additional staff, he did however acknowledge that service does need improving and taken.
After further discussions, and presenting him with the brainstorming information, he agreed to consider the following three areas. 
· Recruit one further member of staff.
· Purchase and implement the use of computerised tills, which will record all sales. This will enable to accurately monitor trends of busy and quieter times of the day, including popular dishes. 
· Fully utilise current team members productivity by ensuring they are confident in every task. 







Once the student had authorisation to proceed, she proposed she analyse the root cause. As above, the owner is extremely conscious of minimising cost during this time. 
Study.com (2021) clarifies, “In investigative writing and research, the five W’s are used to gather information about a story or subject matter. In fact, most writers don't consider a story to be complete unless all five of the W’s have been addressed. The five W’s are who, what, when, where, and why. These question words allow students, writers, and researchers to understand the full scope of the topic being discussed. Many of these words can be used in questions to tease out the information. In this lesson, we'll go over the five W’s, learn how they're used, and look at examples by providing hypothetical questions and answers”.
Her first stage of the process is to analyse the root cause by using the Five W’s system – see appendix B. The author completed the task with her team members and asked five questions. 
Why has customer complaints increased significantly?
Why is it taking so long for orders to be prepared?
Why are a lot of customers deciding to take their business elsewhere?
Is the telephone not being answered a lot of the time?
Why are a high number of deliveries not being delivered within the specific timeframe?
It was quickly apparent by the author that the lack of staff was having a huge impact on staff morale and service. The responses were very deflated and all pointing to that there is not enough bodies to complete all task. They expressed they work particularly hard and do not have breaks due to how busy it is throughout the day. The student agrees with the feedback and experiencing this issue personally. 
The knock-on effect of insufficient personnel is a having an extreme negative impact on customer service, including employees. All members of the team have started seeking alternative employment. This is usually a productive team and by the owners admission the strongest he has ever had. Whilst the author acknowledges, individuals are replaceable it is of her opinion that having new members of staff would have a negative impact on the business at this stage. People would need to familiarise themselves with the role which does take time and may impact on the service further.

NHS England (2021), outlines the Cause and effect analysis. “It helps you to work through the possible ‘underlying factors’ of a problem,  the possible contributory and causal factors (not just the symptoms) before you start to work on designing effective solutions. Working through cause and effect analysis enables those involved to create a snapshot of the team’s collective knowledge of the issue, gain a shared insight into the problem, and start to consider the design of possible improvements / solutions”.
The student particularly found this method useful, as makes you really breakdown each step.
After completing a cause and effect analysis, the student identifies that lack of staff is the result as to why the team is being underproductive. - see appendix C. She analysed four key areas of the business that require improvement as follows. 
Poor customer service:
Complaints have become increasingly high over recent months. As mentioned above, due to the pandemic the owner has felt it necessary to reduce staff and/or hours to accommodate for the reduction of sales in one area of the business. This has put a huge strain on the team as it has always been a very fast paced environment, therefore being understaffed is impacting on the service being provided. 
Loss of business/sales
It is the general consensus, that everyone works at full pace throughout the day. Prior to the pandemic it was a very productive team, but at present it is physically impossible to maintain the high level of service to customers. Lead-times have significantly risen and is the main reason for complaints or loss of custom. 
Demotivated and staff feeling undervalued. 
As above, the current status of the business and what is expected from staff is having a huge negative impact on team morale. Everyone is hardworking but feeling the strain as this has been ongoing for many months. Individuals have approached the owner in the past but have quickly been dismissed and generally do not get any appreciation from him. The author is now seeking alternative employment. 
Lack of modern technology 
There are several ways in which orders can be processed, via telephone, Just Eat and walk in. At present the business has a manual approach in how we manage trends, for example, quieter and busy times of the day, popular dishes, handling of cash. It is the students opinion that implementing computerised tills would be  a more effective way to manage and record such data. There is however the matter of cost associated to initially purchasing the item but feels this would benefit the business long-term. 
The author undertook a SWOT analysis – see appendix D, which outlines her strengths to be, experience in working in face to face Customer Service environment and confident to try new experiences. She is competent in Maths and English and computer literate. The ability to self-motivate and experience in managing large teams, which include various operational duties. 
She acknowledges that she has never facilitated procedural changes with a small business, therefore have found budget restrictions challenging in liaising with her boss in relation to this assignment. The student feels that the poor customer service should prompt the owner to invest, but feels he is not looking at the bigger picture.
This assignment has given additional experience in this field where she would definitely utilise what she has learned moving forward. 

































Propose a range of alternative solutions to the problem

Asq.org (2021) summarises, “Problem solving is the act of defining a problem; determining the cause of the problem; identifying, prioritizing, and selecting alternatives for a solution; and implementing a solution”

The student created a mind map which documents each part of the process to resolve the aforementioned complex problem.- see appendix E.
Firstly by identifying that staff were unable to cope with the work level resulting in an un-productive team. Complaints have risen, including a reduction in sales and/or business. 
Breaking it down into seven key areas, the author acknowledges are the starting point of the process, followed sub sections as to how the author will document the process.
Description 
This was the core of the mind map, detailing the complex problem.
Ideas
Brainstorming with team members and owner to generate ideas. Including compiling a mind map
Root cause 
This section identifying the root cause of the problem was an important factor to set correct plan in place. Five W’s and Cause and Effect analysis to be used. 
Solution
Grid, cost benefit and PMI analysis were used at this stage to identify and compare cost against benefit. 
Plan/implementation
A solid Gantt chart is required in this section. This ensures all responsibilities are documented and timebound, ensuring all parties are fully aware of their duties and when. 
Stakeholders
Identifying and communicating to relevant stakeholders is an important element. Within the students workplace, the owner is solely responsible for any business relating decisions. The author has compiled a stakeholders communication plan, along with an Influence Matrix. 

Monitor progress
As above the author decided to use their Gantt chart in this section as it fully documents key information, all timebound. A team working from one document the student finds effective.
Description 
This defines the nature, scope and impact of the complex problem. An effect way to remind yourself and others when looking at the mind map.

[bookmark: _Toc10392230]Using a decision-making technique, evaluate a range of solutions to identify the most appropriate option

After analysing the cost  – see appendix F, the total figure over a twelve month period, totals to £3,385.00. The breakdown of the students calculations are as follows: She decided to analysis the cost of a computerised till system and recruiting one additional staff member, firstly per three months covering a year overall. 
Computerised till 		£1075.00 	(one off purchase with 3 years warranty)
Till set up/training:		£150.00
Recruit team member	£2160.00 	
Total cost: 			£3385

The benefit analysis is also covering a twelve month period, broken down into three month segments. As the author works for a small business she felt it necessary to work by months to see results. It was impossible to project an accurate forecast loss of sales, as the company does not have sufficient technology installed, therefore figures are an approximation and are based on £100 per week.
Increased sales 				£1200
Reduction in customer complaint 
Total cost:					£4800





Calculated and analysing the above figures, suggests a minus figure of £1415 for net annual benefit and a further minus of £283 for total annual benefit. 
The student acknowledges these figures, however without accurate figures to compile the analysis, maybe does not present accurate account in this instance. She also fully is aware that the additional cost of the computerised till is an expense, but this is a one off payment, and feels this would play a huge positive impact internally with regards monitoring and recording data. 

Cost benefit analysis

· Benefit to cost ratio = Total benefits = 3385 = 0.7:1
			                   Total costs	£4800

· Net annual benefit = annual benefit – annual cost
       				  = 3385-4800	= £-1415

· Total annual benefit = total benefits – total costs    = 3385 - 4800		 
                                                                            5                                      5                
= - £283

The author also completed a PMI – see appendix H, which asked the question do we recruit more staff. The data strongly suggests, yes over other aspects. 

What’s good?		What’s bad?			What’s interesting?
	15				-4				5
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CMI (2020) gives there view on effective decision making, “Decision making skills enable a manager to consider alternatives and use judgement to choose an appropriate and timely course of action. The terms ‘decision making’ and ‘problem solving’ are often used interchangeably but are not identical. As the term suggests ‘problem solving’ starts with the identification of a problem or difficulty. The resolution of a problem may require decision making skills, but these are also relevant in other situations - where there is a desire to plan for the future or develop new areas of business, for example”


Gantt charts are an extremely effective tool in recording responsibilities, who is to undertake the task and timebound. The author compiled a chart – see appendix K. Listed are the key responsibilities from the initial brainstorming session, to analysing the root cause of the problem through to the recruitment stage, should this be approved by the business. Each task is timebound and clearly states who is responsible to complete. The student would definitely use this tool in the future as it is clear and precise, providing the platform for all users to be clear on expectations and future plans. 

The student compiled a PDP – see appendix J. This outlines her goals mainly improve time management, planning and public speaking. She show interest in continuing to improve on the tasks relating to this assignment and to be confident in writing business plans, as the operational side of business is of interest to her. As this is the end of the first year of the course, she is now focused on seeking alternative employment. She has listed areas as she has to do to achieve her goals, which are SMART. These include continuing to study for a further two years and utilise family and friends. 
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Communicate the plan to relevant stakeholders

Reported by (Corporate Finance Institute 2021),  “In business, a stakeholder is any individual, group, or party that has an interest in an organization and the outcomes of its actions. Common examples of stakeholders include employees, customers, shareholders, suppliers, communities, and governments. Different stakeholders have different interests, and companies often face trade-offs in trying to please all of them.” The author acknowledges the importance of stakeholders and their interest in business. Within her workplace, the owner does not acknowledge this at all. 
The author completed an Influence matrix – see appendix L and Stakeholders Communication Plan – see appendix M.
By analysing the influence matrix the key and important stakeholders are as follows:
Business owner 	
Employees 
Suppliers
Customer	
This is a fair representation of the students workplace. 
The communication plan details stakeholders to be the business owner, team members and customers. Throughout this particular process, these are the people who are relevant in ensuring it is a success. 

[bookmark: _Toc10392233]Assess appropriate monitoring and review techniques to ensure successful implementation of solution 

For this section, the student researched other monitoring tools but decided to use the Gantt chart. As above she particularly finds this tool effective as it is clear and precise for all users. Having one document that all parties can access and/or update is a positive tool for the author. 

In addition, the importance of effectively communicating the progress to all team member, including the business owner. The student rather conduct face to face meetings. This ensures all parties are present and the ability to engage. Providing the process is approved weekly team meetings would be necessary. This is something the student has already proposed to the owner that weekly team meetings should take place. 



CRAAP Analysis
The student undertook analysis for all resources used, however decided to summarise, Toward a Theory of Stakeholder Identification and Salience: Defining the Principle of Who and What really Counts – see appendix N.
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Appendix A
Ideas generated from brainstorming session with team members, including the owner of the business. 
	
	
	
	
	
	
	
	


	Yes
		
	No



	Maybe

	Recruit one additional member of staff 
	Recruit two additional members of staff. 
	Increase staff pay


	Purchase computerised systems to monitor and record trends, popular dishes etc. 
	Change open/close times.
	 The owner of the business works full shifts to make up the staff 

	Cross-train current team members to maximise productivity 
	Stop taking phone orders, in particular collections 
	Identify trends to establish peak times to get an indication of where additional support is needed. 
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Appendix B
Five W’s – Questions asked to team members, including their answers

	Problem
Statement 
	Description of event or problem 

	Colleague’s answers
(A, B, C)

	Why? 

	Has customer complaints increased significantly?
	A - Not enough staff.

B – Short staffed.

C – Too much work, impossible to get through with amount of people working here. 

	Why? 

	Is it taking so long for orders to be prepared?
	
A – Shop floor too busy. Impossible for two people to prep, serve, answer phone and do deliveries. 

B – Not enough staff. Ridiculous they expect the shop to run smoothly with level of staff. 1 x delivery driver included on the shift, leaving two people to run the shop. Slightly better when owner works an hr or so, but he is not consistent. (so basically three people)

C – I do not understand why he has let people go and reduced hours. You can see the business is going downhill.




	Why? 

	Are a lot of customers deciding to take their business elsewhere?
	A – Business is not the same as it used to be. It is embarrassing how long people have to wait. We need more staff. 

B – Just need more staff.

C – Do not blame them. The service is rubbish. I would not buy from here anymore. It is impossible to complete all duties with the number of us here. 

	Why? 

	Is the telephone not being answered a lot of the time?
	A – If we are serving, cannot get to the phone.

B – If there was more of us working, it would get answered. 

C - Lack of staff


	Why? 

	Why are a high number of deliveries not being delivered within the specific timeframe?
	A – If shop floor busy, deliveries take a back seat. Not enough hands to always do both.

B – Lack of staff

C – If we had more people we would be able to get all things done.

	Root cause(s)	
	1. Lack of staff



	



	













































Appendix C

Cause and effect analysis

Poor customer service 
Demotivated and staff feeling undervalued. 




Staff overworked for minimal pay.	                         Lack of staffTeam underproductive 

	                                             High customer complaints 
                                 
No way to                  Modern technology minimal                                                                                                                                                        establish trends	 
	                           Inadequate resource to accommodate for customer  
			Losing custom due to long delivery times                                                 
Lack of modern technology 
Loss of business/sales






Ishikawa, K (1968)


















































Appendix D
Martine’s SWOT analysis


	 
SWOT - MK 
 

	 
STRENGTHS 
Experience in working in face to face Customer Service environment

I am confident in trying new things 

I have maths and English skills 

I am computer literate.

I am self-motivated

Experience in managing a large team

Experience in dealing with complaints within a business setting.

Experience in compiling sales projection figures. 

Dealing with customer complaints  

Experience in implementing customer procedures

Interpersonal communication skills 



	 
WEAKNESSES 
I have never facilitated procedural change within a small business setting, with such tight budgets. 

Time management/planning and organisational skills all need improvement. 

Lack of confidence in public speaking




	
OPPORTUNITIES 

From a personal perspective, this would give me further experience in decision making and problem solving, which will be beneficial for further employment.

Increased Income in future employment.

Persuading the owner of the business to recruit additional staff will benefit the company. Complaints reduced and perhaps increased sales. 

A happier workforce will ensure a more productive team. 









	 
THREATS 
Failing to produce a solid plan for the complex problem may result in the owner of the business refusing to recruit additional staff.

Without the additional personnel, the business may continue to decline in terms of the service they provide, resulting in loss of sales.

Current team members could leave without any action taken. This is a strong, reliable team, therefore would be a shame for this to happen.





 






































































































Appendix E

Mind map
				     With the team/business owner
Poor customer service reduced sales Demotivated staff

Record ideas/Document each step of process

Mind map
Customers staff/families Business owner


Brainstorming 
Scope
5 W’S
Impact




Team not productive

Ishikawa
Nature

	
Recruit one team member.
Purchase computerised tills 
Cross train team members

Meetings 
1-2-1
Review
Gantt chart ccccchchart

Evaluate


Grid Analysis
Gantt chart 
Communicate
Identify and categorise by expectation

	Communication plan 
Cost benefit Analysis 





































Appendix F
Cost analysis 
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Appendix G

Benefit analysis
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Appendix H
PMI analysis
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Appendix I 
Cost of computerised system 
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Appendix J

Martine’s PDP
	What do I want to learn?
	What do I have to do?
	What support and resources will I need?
	How will I measure success?
	Target Date for Review

	Networking 

	Update personal social media accounts. Keep in touch with previous work colleagues and attend events where applicable 
	Internet/phone
	Monthly review of tasks completed 
	1/10/21

	Master the process of effective decision making and problem solving  by using the structure in this assignment,  
	Apply myself for this assignment and use process moving forward to identify problems. 
	Internet/phone, colleagues.
	Monthly review of any tasks undertaken
	1/10/21

	Effective Time Management/planning and organisational skills
	Compile and fully utilise to do list for work/study and family life. Set clear deadlines working by priority, broken down into daily and weekly tasks 

	Internet, to do list, friends  and family for support with certain areas of home life. 
	Weekly review of tasks and duties and adjust where appropriate to get a healthy balance. To be reviewed weekly, every Sunday.  
	12/9/21

	Ability to effectively produce a solid Business Plan
	Successfully complete my first years Higher of Education, Skills for the workplace. 
	UWTSD Carmarthen.

Internet
	Obtain Level 4 certificate. 

Apply areas of development from feedback received  from Tutor of part one of this module. 
	31/9/21


	Effective public speaking 
	Continue to practise presentations for family members and record/review progress
	Family/friends 
	Record presentation and obtain feedback from friends, family,  and colleagues. Review every two weeks. 
	19/9/21

	Ability to run my own business and/or work within the Operations side of a workplace.




	Previous management experience within a corporate setting facilitating company procedures, in line with BSI regulations. 

Strong Customer Service Skills.
	UWTSD, Carmarthen.

Internet.
	Complete and obtain BA Honours degree, by completing a further two years of study. 
	30/11/23






















Appendix K

Gantt chart 
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Appendix L
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(Mitchell et al. 1997)
		













Level of influence

Keep informed 								Manage closely 
Employees 								Employees
Suppliers
Customers
Business owner 

Monitor 								Keep satisfied 
Employees 				 				Creditors 
Suppliers 
									Customers










Appendix M
Stakeholder Communication Plan
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Appendix N

CRAAP analysis
Currency
The information was published and obtained by a reputable source. JSTOR (2000 – 2021) is an online library.  Whist the theory was published 1997,  Toward a Theory of Stakeholders Identification and Salience: Defining the Principle of Who and What Really Counts is well known around the world.  Mitchell, R.K was one of the authors, along with Bradley R. Agle and Donna J. Wood. Being a Professor of Entrepreneurship, he is very knowledgeable in this field. To list a few of his achievements, he obtained his CPA in 1978 later to achieve his PHD in 1994 and won the Academy of Management Heizer award in 1995.

Relevance 
The information was relevant for my research, which I found informative. The author is non-biased and aimed in providing online reading material.
Authority 
Given the authors experience in the industry, the information provided is something to be considered, although some may not agree with his method. They provide all up to date information relating to this field. 
Accuracy
There is an unbiased tone to the text and presented well. The site holds very informative information on all aspects of the industry. 
Purpose 
The purpose of the information is to provide reading sources/theories. The point of view appears objective and impartial with no political, cultural,  or religious agenda. 



Staff unable to cope with work level resulting in loss of sales and poor customer service


Stakeholders


Monitor progress


Description


Ideas


Solutions


Plan/
Implementation



Root cause 


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

Trinity Saint David





image2.png
Item

Purchase of computerised till

Set up/training

3 year warranty

Additional staff member

Total cost

1075,

150

540

Quaterly - 3 month period

540|

1765

540

540

540|

Total cost (£)

540

1075

2160

3385





image3.png
Benefits (£)

Increased Sales

Decrease in customer complaints

Total benefits (£)

1200.00

1200.00

Quaterly - 3 month period

1200.00

1200.00

1200.00

1200.00

12

1200.00

1200.00

Total (£)

4800.00|

4800.00





image4.png
Recruit additional staff
PLUS

Recruit additional staff
Minus

Recruit additional staff
Interesting

Increase staff morale providing a more

productive team +5

Increase sales +5

Reduce customer complaints +5

Addition overhead for the business -2

Have to take time to recruit and train

new employee -2

Will make working day easier as a team +5

[Whats good

15

whats bad  whats interesting

15





image5.png
K Q5HOSPITALITY EPOS SYSTEM
HOSP B ¢
EPOS EM
——
OUR MOS’
POPULAR SYSTEM

Suitable for cafes, bars,
restaurants & takeaways )

L

from EposSystems.Com

THREE BRANDED NO CLOUD
YEARS SAmés CONNECTION
WARRANTY  EQUIPMENT REQUIRED*

Standard Package Prios

Service Pack £150

NO ONGOING FAST SETUP
LICENSE FEES & DELIVERY

OPTIONAL RELIABLE
MODULES & SOFTWARE

PERIPHERALS

OR CALL US TO DISCUSS
YOUR REQUIREMENTS

0 7523 5000





image6.png
BMSK4004 Gantt Chart: Martine Kennedy

Tasks Week 1 Week 2 Week 3 Week 4 Week 5

Arrange mesting for a brainstorming session Martne

Team meeting scheduled Al required

Document ideas from brainstorming

Create a mind map Martine/Manager

Document information from 5 W's Martine/Manager

Create cause and effect analysis

Compile grid and cost/benefit analysis Martine/Manager

Present ideas to business owner Martine and owner
Create Gantt chart

Monitor progress Martine/Manager




image7.png
Influence-Interest Matrix

Level of Interest q

Keep Informed Manage Closely

Monitor Keep satisfied

Level of Influence -





image8.png
Business ow

Implementation of internal changes
and recruit additional staff

Approve changes and any
charges to proceed

(Weekly review with
am members to
update on progress

Martine/Store
Manager

I Team members can manage
workload until process
finalised

Proposed action may not be
authorises. May take time to
recruit additional staff

 Team members

Implementation of internal changes
and recruit additional staff. Need
input from all team members for
t

smootl

transition of the process

Regular team meetings and
team building to raise moral

|Weekly meetings

BL

iness owner

By seeing an active effort to
make internal changes, raise
morale

Staff already de-motivated
which is not positive to
productivity of the team

Customers

New dishes, promotions being
updated

Business owner to decide
new menu and promotions

and update website

Dates thc

iness owner

Assumes this will be a
positive step in increase of
sales

Special menu may not be a
success





