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[bookmark: _1ci93xb][bookmark: _3whwml4][bookmark: _Toc174872818]Define a complex problem in the workplace, including its scope and impact
A problem is a situation or condition that presents uncertainty, difficulty or doubt that requires a solution, decision or resolution. Problems in the workplace can be personal, professional or social and often requires critical thinking, analysis and decision making to identify the solution.
The type of problem that is occurring in the business currently is a severe lack of communication between two departments who need to have clear and common channels communication to achieve the same goal. The scope of the problem are the training officers who deliver the qualification, the students who want to achieve their qualification, my manager who will be under pressure from the welsh government and the organisation who won’t get further funding if the student is kept on and the student’s manager who is waiting for them to complete their qualification. All of these people are the stakeholders of the business, that will be considered in greater depth later in this assignment.
	The reason that the training officers are affected by this lack of communication is because the essential skills team aren’t communicating with the training officers when the essential skills modules are being completed. The learner journey states that The Essential Skills Wales (ESW) should be completed in the first 6 months of the qualification, but in reality, it isn’t being completed until month 10, some cases month 12 The reason that communication is the problem is because the Essential Skills team aren’t informing the Training Officers when completions happen and there is no method for checking when completions need to be done, which leads to the 6 month need not being communicated. This delays the student from getting their qualification within the time frame, which affects my manager because these learners will not get extra funding for delays and we will essentially be owing money to the Welsh Government a certain amount each month until they’re complete. This will also affect the student’s manager because they want to see the qualification being completed within the timeframe and progress onto their next Level, but with delays will result in a breakdown of trust between the company and the College.	Comment by Myfanwy Davies: Put the full name of ESW first with (ESW) after to shoe the reader what it means.	Comment by Myfanwy Davies: I think there just needs to be a bit more clarity on the problem e.g. why is communication an issue - the ESW team are not informing the training team when completions happen trainers are not communicating the 6month need and there is no method for checking when completion needs to be
	For clarity, the people who are affected in this situation is the Training Officers because it causes delays for qualifications to be completed. It also affects the learners, because it will lead to their qualification being delayed and they are waiting even longer to get their qualification.

[bookmark: _Toc174872819]Analyse information on the identified problem, to help inform the decision-making process
As stated above, the problem being experienced in the workplace is a lack of communication between the Training Officers and the Essential Skills department. In order to identify potential solutions to the problem a Mind map was created. Mind Mapping is an effective tool for taking information from your brain and putting it on paper for a variety of reasons ((Byrnes, 2010) Brainstorming, is one application for Mind Mapping, whilst brainstorming is a way of generating ideas and organising thinking on a topic, mind mapping is a method of capturing the ideas by visually organising information around a central point (Monash, 2024). The ideas were initially categorised into 7 categories; staff, employee engagement, collaboration tools, team meetings, relevant staff involvement, training and clear communication channels. These were included because they were identified as key factors relating to the problem and then it was possible to identify subcategories to make the causes relevant to them. From the mind map I have identified possible solutions which are attitude and behaviour from the people categories, lack of policy implementation from the Training category, barriers to communication in the [image: ]team meetings section and struggling with communication tools in the collaboration tools section.
[image: ]Once potential solutions have been identified there is a need to check whether these solutions address the root causes of the problem. A technique that was developed to identify the root causes of the problem was the Ishikawa or fishbone diagram. The fishbone diagram ‘uses a visual means to identify and analyse the potential causes contributing to a problem or outcome’ (Roberts, 2023.)  The Fishbone diagram was built around 5 categories; People, Environment, Technology, Processes and Organisation. The solutions that were identified in the mind mapping section can be linked to some of the root causes identified in the fishbone diagram. This seems to me that these are the possible solutions that we can work with as the main purpose of a Fishbone Diagram is to identify the root cause or causes that are at the core of a problem (Roberts, 2023), and then linking those causes with possible solutions means that the efforts we are expending are more likely to solve the identified problem. Key is to identify those root causes that can be solved and then prioritise these.

[bookmark: _1pxezwc][bookmark: _Toc174872820]Propose a range of alternative solutions to the problem
Developing Ishikawas Fishbone diagram and the mind map has allowed for the identification of possible solutions for the lack of communication between the two departments. If the departments carry on with the lack of communication, this could lead to more serious consequences such as distrust between colleagues, strains on working relationships and destabilisation of the working environment. The 4 main solutions that have been identified are Policies, Training, Joint and regular team meetings and having Tech support.
	Through the time I have worked at my company, it has become clear that Policies about qualifications and essential skills, essential skills in particular are not being implemented, which is why the essential skills are not worrying about when this task needs to be done and are not prioritising the completion of essential skills for our trainees. My manager gives the Training Officers transparency by looking at all of the data and spreadsheets that he works with. This gives the training officers clarity as to why these tasks need to be done, but the essential skills manager doesn’t seem to do this, which is why there is a need for essential skills to understand the policies behind the qualification, or implement new policies for all management to give transparency and clarity. Updating policies could potentially solve the organisation cause, which if put into place and put into practice will set the standards of communication. Having policies will set the standard of what is to be expected of each team member and of the department. If there is a policy in place for essential skills to be completed within the first 6 months and this isn’t done, then this will sift out the people who aren’t pulling their weight.
	An alternative solution could be communication training. If we have training on the ways of communicating and how this can benefit not only the staff but the company, then this will give clarity on the importance of communication. Us training officers are good at communicating within our department, but we are not good at communicating to other departments, such as essential skills because it has been engrained in us that they are ‘the enemy’. A training session on communication would be a positive turn, but this might be costly for the company and staff may not want to do it. Using communication training as a solution could potentially save the people and process cause, by giving everyone training and having support from managers to follow this through. Having communication training will give the teams the right tools and information needed to communicate through respective channels. For example, if someone is struggling with communicating by computer, then this training can be provided to them and will help them get their point across quicker than waiting 12 months down the line.
	Another potential solution could be through joint and regular team meetings. At the moment all of the meetings we have are separated between departments. Meaning that Training Officers will have their own team meetings, Essential Skills tutors will have their own team meetings and so on. If ESW and Training Officers were to have another team meeting that includes all of them and the data that needs to be examined, then this will help all parties get to the bottom of the problems and could even come up with a quick and simple solution if everyone brainstorms together. This would be the lowest cost solution because we do team meetings on our laptops, meaning no cost for a room. Not only this but the managers (HBUs) would be more inclined to go for this route because it is less costly than the other solutions. It would also be a lot more attractive for staff to have a team meeting over new policies and training. Team meetings will essentially get everyone together and discuss the highs, lows and difficulties involved and will give all teams clarity on the different stresses of their jobs. Having the team meetings will contribute to saving the environment and people root cause, because it will give clarity to the relevant people and provide an understanding of why things may be delayed.
	Having a tech support is another alternative solution for lack of communication. Technology could be the reason some qualifications could be delayed. This is because some of the team may be experiencing technical issues and don’t know who to go to when theirs an issue, so they leave it until later down the line. Having a tech support as a solution will help the ones who are having issues with tech and provide support to update systems. The problem that arises with this is that it may be costly hiring more people with tech support experience and you won’t get much buy in from staff or leadership. Having a tech support will contribute to finding a solution for technology as a root cause because this will be the direct line for people to go to who are experiencing technical issues.

[bookmark: _49x2ik5][bookmark: _2p2csry][bookmark: _Toc174872821]Using a decision-making technique, evaluate a range of solutions to identify the most appropriate option
	
	Factors
	Cost
	Leadership buy in
	Staff Support
	Motivation
	Total

	Solutions
	Weights
	1 
	4
	2
	4
	

	Policy
	
	1 (2)
	4 (16)
	2 (4)
	2 (8)
	30

	(Communication)Training
	
	4 (4)
	2 (8)
	4 (8)
	4 (16)
	36

	Joint and regular team meetings
	
	2 (2)
	4 (16)
	4 (8)
	4 (16)
	42

	Tech Support
	
	3 (3)
	1 (4)
	1 (2)
	1 (4)
	13



One of the tools that can be used to help decide which is the best option to solve the problem is a grid analysis. A grid analysis ‘is a decision-making technique that involves creating a grid to compare options based on multiple criteria. It's a useful tool when you're trying to consider many factors and all the options seem equally attractive’ (MindTools, 2024). When initially considering the factors it was found that, the sum of implementing policies 9, the sum of training is 14, the sum of joint team meetings is 14 and tech support is 6. This shows that at the moment either training or joint team meetings are the 2 best possible solutions. 
[bookmark: _Toc174872822]In a weighted decision matrix, each criterion under consideration is assigned a different weight that reflects its importance for making the decision (Lucidspark, 2024). When the weights are added to the grid analysis implementation of policies comes to 30, training comes to 36, Joint team meetings comes to 42 and tech support comes to 13. Although the cost of Training will be more expensive, this could be the best possible solution because it will give the staff the tools and techniques to communicate efficiently between departments, however, the leadership buy in will be low. For the joint team meetings, not only is the cost low, but the leadership buy in and staff support is high, which is why I think having joint team meetings will be the best possible solution. I now need to implement this through a Gantt chart and a communication plan.
Below is a cost benefit analysis, based on the solution of a team meeting. The only cost that it really has on the business is time, for the staff as well. The meeting will take about 2 hours, so it is important that all staff make this time available. In the long run, utilising this time to come up with a solution for communication will lead to qualifications being handed in on time and ESW tutors completing essential skills on time as well.
Cost-benefit analysis is the most comprehensive and theoretically sound form of economic evaluation often used as an aid to decision making (Robinson, 1993). A cost-benefit analysis involves comparing the projected or estimated costs and benefits (or opportunities) associated with a project decision to find out whether it makes sense from a business perspective (Stobierski, 2019).
To calculate the cost benefit analysis, I need to add up all costs of the decision and subtracting that amount from the total potential benefits of the project or decision, and this will also be shown as a ratio.

	Cost
	Year 1
	Year 2
	Year 3

	Monthly Joint team meeting (No of staff*average hourly rate*12
	7,344.00
	7,344.00
	7,344.00

	Is there a cost of room hire?
	0.00
	0.00
	0.00

	
	
	
	

	Benefits
	
	
	

	No lost funding (No of students x £lost)
	15,000
	8,750
	4,375

	Retention of organisations
	50,000
	62,500
	81,250

	Increased number of students due to better reputation
	50
	100
	150



Total cost= £22,032.00
Total Benefit=£222,175.00
Ratio= 10.08

Develop a detailed plan for implementing the solution
	[bookmark: _147n2zr]
	Week 1
	Week 2
	Week 3
	Week 4
	Week 5
	Week 6

	Schedule a date
	
	Admin Team
	Admin Team
	
	
	

	Import to staff calendar
	
	
	
	Admin Team
	
	

	Inform staff
	Admin to email managers
	
	Admin to email all staff
	
	
	

	Enrolment of learners
	T/Os
	Update system
	Managers to filter report for admin
	Admin organise stats
	Admin implement to agenda
	

	Organise agenda
	Management inform T/Os and ESW team. 
	T/O management identify relevant stats and statistics 
	ESW management to identify relevant information
	Admin organise information
	Admin finalise agenda
	

	Update systems
	
	Tech support inform all staff of update
	Tech support implement update
	Managers check with staff to ensure update is done
	
	

	Identify incomplete essential skills 
	
	T/O management identify relevant stats and statistics
	ESW management to identify relevant information
	Admin organise stats
	Admin implement to agenda
	

	Meeting
	
	
	
	
	
	All relevant staff and management



Above is an action plan/ Gantt Chart, which is a project management tool assisting in the planning and scheduling of projects of all sizes; they are particularly useful for visualising projects (APM, 2024). A Gantt chart is a type of bar chart that illustrates a project schedule. They are usually easy to read and display schedule activities (Albrecht, 2018). The chart identifies what needs to be implemented ready for the team meeting, who is going to implement it and when. The chart will be a useful tool to communicate the project schedule and create a shared understanding of the progress (and lack of progress) of tasks (Geraldi & Lechler, 2012)
I have categorised into weekly actions for certain members of all parties relevant. Admin team will schedule dates, email management of the meeting taking place, organise stats and figures and finalise the agenda. Management will inform staff of the meeting taking place, analyse relevant stats and figures needed for the meeting and send to admin team. T/Os will enrol new learners, identify incomplete essential skills and send to managers.
	Success is having a clear plan, identifying the flaws in the business and prioritising what is priority and what can be done second. If you have a clear plan then there is less room for errors, mistakes and mishaps.
[bookmark: _Toc174872823]Communicate the plan to relevant stakeholders
Interest

	· Students employer
· Other WBL providers




	· CTC Directors
· EOTs (All staff of CTC who are shareholders)
· Employee manager

	· Community
· Media
· Students



	· Welsh Government
· Essential skills tutors



Power



A stakeholder is either an individual, group or organization that’s impacted by the outcome of a project or a business venture (Landau, 2022). Above is a table highlighting the stakeholders who may be impacted by the issues facing my company, who will be interested in the solution being implemented. These stakeholders are important because they can have a positive or negative influence on the project with their decision (Landau, 2022).  The stakeholder map shows the stakeholders and identifies how much power they have to change procedures and how much interest they have in the procedures. 
Stakeholder mapping is a visual process that charts each of the stakeholders to show who can influence the work being done (Tristancho, 2023) and once the map has been completed you have a guide to how to conduct stakeholder engagement, who needs to have regular communication and who just needs to be kept informed. By mapping the stakeholders, it is possible to see that Student employers and WBL providers have high interest but low power, Directors, EOTs and Managers have high interest and high power. It shows that the community, Media and Students have low interest and low power and the Welsh government and Essential skills tutors have high power and low interest.
	Stakeholder mapping is the start of an effective communication plan (Tristancho, 2023), therefore below is a communication plan of which shows who I will be communicating the outcome of the meeting to, what I will be communicating to them, when I will be communicating with them, how I will be communicating and why it is important that I communicate with them.

	Category
	Who
	What
	When
	How
	Why

	High interest and high power stakeholders
	· Directors
· EOTs
· Employee managers
	· The importance of effective communication between T/Os and ESW tutors
· Lack of essential skills being done in the qualification timeframe
· Encourage feedback and follow up actions
	· Every week leading up to the meeting
· Every week for 6 months after the meeting
· Until it improves
	· Emails
· Face to face meetings
· Detailed reports
	Ensure they are fully informed and actively engaging in objectives and outcomes

	Low interest and high power Stakeholders
	· Essential Skills Tutors
· Welsh Government
	· Explanation of the gaps between T/Os and ESW Tutors
· Summary of the outcome of the meeting/ changes to procedures
· Additional support/ resources to implement new strategies
	· When the meeting is done
· Quarterly updates
	· Email
· Newsletter
· Updates during meetings
	To keep them informed about the meetings outcomes and any changes that may affect their work

	Low interest and low power stakeholders
	· Community
· Media
· Students
	· Acknowledge ongoing efforts to improve communication within the qualification to enhance learner outcomes
· Benefits to students, enhanced support services and learner experience.
	· When the meeting is done, brief social media post
· Quarterly newsletter
	· Social Media
· Community Newsletters
· Website updates
	To maintain awareness without overwhelming them with details

	High interest and low power stakeholders
	· Student Employers
· Competition
	· How improved communication between T/Os and ESW tutors will benefit performance of staff and learners
· Assurance that meeting is part of a broader initiative to maintain high training standards, benefiting both students and employers.
	· After the meeting
· Quarterly industry newsletter
· Brief post on LinkedIn
	· Emails and updates
· Industry newsletters
· Professional networking platforms
	To keep them informed of key developments that could impact their interest




[bookmark: _3o7alnk][bookmark: _Toc174872824][bookmark: _23ckvvd][bookmark: _32hioqz]Assess appropriate monitoring and reviewing techniques to ensure successful implementation of solution
To ensure successful implementation of the team meeting, it is important to keep referring back to the Gantt chart to monitor and review the implementation of the decision. The key milestones in week one is to email the HBUs that a meeting is due to take place, the HBUs inform their staff the same week and that the T/Os induct learners. The induction of learners is easy to monitor and track progress because there is an excel spreadsheet that we fill out when an induction takes place. We will know that the milestone for admin and HBUs have been tracked because we will receive an email from them. If this isn’t done then this needs to be made priority, regardless of how busy it is. 
In week 2 the admin team will start to filter through the days that are available for week 6 by looking at calendars, the HBUs of both departments will start to sift through relevant stats and statistics, for example the contrast of difference between 2022 and 2024 in the completion of ESW within the timeframe. The ESW HBU will then sift through the reasons why this is happening, could be a technical error or human errors, but honesty is key through all of this. To track progress I will work closely with the HBUs to ensure that all data is sifted through appropriately and that the tech team have issued the appropriate information to staff.
In week 3, the admin team should have identified the date for the meeting and sent the information to the managers and HBUs. The reason the meeting needs to be sent out so early is because everyone’s calendars are changing, so it is important that this gets in as early as possible so that as much people as possible get in. Managers will also filter the report for the admin team, but the managers should do this before the date of the update, so that they can save their data and get it sent off for the admin team to avoid missing data. To monitor this progress, directors can implement a strategy where the tech support will not do the update until the relevant data has been sent, but the directors need to monitor the HBUs through emails, or admin can set up a live document that the HBUs can put all information in and will get live updates of this.
In week 4, admin will have implemented the meeting into the calendar and created the google meets room. To monitor this, an email will go out to confirm this and everyone who has been given and invite, admin will get a live update of people who have accepted/declined. The HBUs will then communicate with their team to ensure their system has been updated, if they haven’t then they will speak with tech support to confirm the people who haven’t had their system updated and get this sorted. I will also monitor the progress of the admin team who are going to use PowerPoint to create the presentation. They will use the information given from HBUs to create the presentation and display the data in a way that is simple for everyone to understand.
In week 5, it will be the finalisation of all things ready for the meeting. I will monitor the progress during the week to ensure that all backlog of information has been sorted. I will also communicate with the HBUs to ensure that they are happy with the information provided and if they want to provide any more information or clarity on some things. I will also make sure that everyone is attending, if anyone isn’t attending I will find out why they aren’t, maybe due to annual leave or sickness. If they haven’t got mitigating circumstances then I will send an email out to say its mandatory.
In week 6, this is the week of the meeting so I will ensure everything is ready to go. I will monitor who is in attendance and who isn’t, this is where I can email people who aren’t in attendance and find out why.

Conclusion
To conclude this report, the problem is communication within the two different departments and this affects the learners, the staff and the organisations we provide qualifications to as the essential skills team are causing delays. I used a fishbone diagram and a mind map to identify root causes and solutions, moving onto the grid analysis and cost benefit analysis of the solution, which was having regular meetings. Team meetings will be low cost and high reward, due to no paying for a room as this can be done remotely and the reward is high because their will be an increased reputation that will attract more clientele. The communication plan will help keep the planning of the team meeting organised and will have room for monitoring the progress of the key tasks and identified the stakeholders. I believe that this will be the right decision going forward, because it is the lowest cost and if everyone gets involved, will lead to high rewards for the business.
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