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                                                           INTRODUCTION 
                                                           Problem solving 
 
Everyday problems occur in work and everyday life. Thinking is a tool we use a lot mainly to solve problems. So, thinking correctly is the answer critical thinking is necessary as it makes you think in more depth into to solving the problem. In next chapter I explain a problem I faced as a supervisor at a previous workplace. I explain the problem and solution we found to conquer the problem. 









                                                           The Company Problem 
I worked for a company that sold blinds Material for windows, roofs, Patio doors to different companies small and big. They had different designs for blinds like marble, wood effect etc. I was the supervisor of the warehouse how supervised 15 members of staff how worked in the warehouse. The business was expanding rapidly with more new contracts due to start in the next 8 months. To take on these new contracts there had to be a strategy put in place to keep up with demand. A meeting was held to discuss the strategy put in place. The conclusion from meeting held was staff need to be fully trained to cover their new daily targets and learn how to register orders on new computer system. Now training has been completed 7 months into taking on new contract’s problems started to develop.







            









Order picking and how computer system works in the warehouse
1) firstly, you print off an order from the computer
       2) Then the individual goes into the warehouse. He then picks order and puts the order on the pallet. 
       3) The individual then registers the order which he logs in the new computer system. 
       4) Once order is registered the person how registered order writes down reference the number on, he’s daily target sheet to show that he did the order. 
 All stock on pallets for customer must be registered on new computer system. 
            When order is registered. The order details go straight to courier how then sends the member of staff a tracking number and label to print off and put on the pallet. 
 Tracking information is then sent to the client so they can keep track of their order.
 All information is sent by email.











                                           Workplace Problem and impact
The problem was noticed by member of staff in the sales department how received several complaints regarding wrong orders sent to clients, wrong quantity and material which resulted in some clients getting extra material and been charged extra for it. The mistakes were noticed before but was nothing serious then. The problem would happen once every month nothing major. It would be put down as a general mistake. As the problem grew it started to become a regular problem. It was getting to the point that clients had to receive a discount off their orders as a sign of apology to keep customer happy. The customers how received wrong material. We had to organise the courier to dop off correct order and pick up wrong order. One customer was really upset when making he’s complaint not receiving correct order. As they promised a customer of their own their blinds for a specific date. That mistake had to be corrected by reimbursing their customer with some form of refund to keep them happy. If the problem, persist it could cause further damage meaning losing new and old clients which could cause redundancies of staff. So, discount was given to clients on orders a way of compensation which worked for now. Discount is an extra cost for the company as well-meaning more pay-outs which are not needed if job was done properly. The company reputation is also important. Which has been good to now with hundreds of customers happy with our services that was gained from years of trading. Are limited edition of different designs in blinds we are well known for by all customers.












                                                       Investigation of problem
An investigation was launched to tackle and find the root of the problem. After gathering all the data of wrong orders and all warehouse staff data history on all orders before the new contract. A meeting was held with sales team, and me (supervisor) to discuss this problem further. Everyone in meeting had been given their own copy of information gathered by my self-regarding to the problem. The main reason for meeting was to find out how's causing the problem and why. We investigated All areas of the problem which is mentioned below
A) All previous orders before new contract were implemented, we looked at
B) We discussed staffs new daily target performance which they must reach by end of day. Seeing if the new daily target was the problem
C) We also investigated everyone in the warehouse orders seeing which member of staff was causing the problem
D) We also discussed the impact of loss of money due to staff mistakes and impact it can have in the future
E) We discussed as a team how much all these problems were costing the business with al figures added up, we did a chart to show the total cost
After discussing all information in meeting, we found the main cause of the problems. We also agreed on a solution we are all happy with. 



















Full cost of new strategy stated below


Computers x5 costing £5000 which is needed to keep flow of traffic between each staff using computer and give them ability to achieve daily targets without rushing
Extra training for staff £3000 for 2 members of staff to be fully trained again
Bulks of A4 Extra paper £100 which is need for extra paperwork

In total the cost of everything will be £8,100 to fund this new strategy. 

























                                                        

Group 1       
money brought to the company £250,000- £500,000
 Orders gone wrong in this section total 60 
Customers 15

Group 2 
money brought to the company £100,000- £50,000
Orders gone wrong in this section total 31 orders
Customers 12


Group 3
Money brought to the company £50,000- £1,000
Orders gone wrong in this section 9 orders gone wrong 
Customers 8
Conclusion of going through all are customers it shows that this problem was becoming a major problem. With all big company having the most wrong orders, to loss them the company could face closer or even staff been sacked to company at float.



























                                               The conclusion of the meeting 
The root of problem was found to be coming from 2 members of staff how works in the warehouse department. They were not registering the orders correctly. They were putting down wrong quantities on some orders and putting wrong address label on wrong pallets. Causing item to be sent to wrong location and even some customers have been charged extra for their mistakes. The staff causing the problems had to be taken of their duties and put on light duties A.S.A.P to when problems is resolved. A meeting was arranged by me the supervisor regarding issues raised by sales team manager. Letters were both given to the 2 members of staff explaining there was a meeting they had to attend with the date and time.








     Investigation continues
The meetings were held with 2 members of staff how was both interviewed separately with me the supervisor. I discussed with both staff individually the problem we are having. I asked them why these problems are accruing mixed up orders, clients overcharged, giving clients low or high qty of material on their orders they received. I explained the impact of all these problems they are having on the company which could results in loss of jobs and loss of contracts.
Staff number 1- He’s answer to my question regarding meeting held stated below
A) Rapid change of system now we work to daily targets 
B) Lack of training on new computer system registering orders and deleting orders
C) Rushing to hit daily targets trying to keep up with demands of new customer orders
D) Lack of computers 15 staff sharing one computer. Sometimes there was ques to print off orders or to register completed orders ready for dispatch to customer
Staff number 2- He’s answers to questions asked in meeting stated below
A) New system now we have daily targets increased pressure
B) Not enough computers between us to keep up with daily targets. It’s causing ques at computer and lost of time 
After getting to the root of the problem I gave the 2 members of staff a verbal warning as they could have prevented this problem from continuing. By been honest and letting me the supervisor know that they did not fully understand everything through training.


















Investigation continues  

With all information received from the 2 members of staff from meeting held regard the workplace problem. Another meeting was held with me myself the supervisor, sales team. All information from last meeting held with 2 members of staff was examined Why the problem started etc, everything regarding to the problem was discussed in the meeting. Stated below
A)  Daily targets how we can improve 
B)  Re-evaluation of training ways of improvement in program for staff
C)  How to sort out the problem of staff Rushing to hit daily targets. How can we solve that problem and improve success?
D) 15 staff Working with one computer to print of an order to pick in the warehouse 
E)  15 staff Working with one computer to register the completed orders that are ready for dispatch.

We talked about a solution what can be put in place for this problem not to occur again in the future. We all shared are ideas in the meeting all angles were discussed. As a team we shared ideas and came up with a formula to tackle the problem which we all agreed on. One of the solutions we agreed on was that we need something in place for each staff registering orders. To have their own staff number to register orders on computer So if the problem was to occur again the root of problem would be easier to locate by their reference number, they used to register order on the computer.










                                                         Solution
To solve the problem of staff rushing to hit daily targets the solution was (stated below)
 
1) Every morning before start of shift I will print off all orders and give them to each warehouse staff how is doing order picking so there no need to rush and panic about daily targets
2) To keep monitoring the problem every week making sure everything is running Smoothly.   
3) Make sure when staff have completed their training, they undergo a test at the end of their training. To see if they clearly understand everything they have been taught and to see if furthermore training is necessary.  
4) The 2 members of staff how was investigated over these problems they must continue with light duties to when they completed further training and had a clear full understanding of their job before going back to their original duties.
5)  In the next 7 days new strategy will be implemented and monitored by sales team staff to see if any adjustments need doing. Staff meeting will be held with warehouse team to notify them of changes and problems we have been having
6) New strategy will take at least a 1 year to see the ups and downs with new strategy put in the place. If result is not what we want a new strategy will be introduced 
7) Re-evaluation of strategy which will be carried out every 4 months by to see if any changes need to be made to make the new strategy more efficient 

    









Responsibilities given to staff to make new strategy work
 After meeting we all agreed on which part each team member will play to    conquer the problem 
A) Sales manager and staff will be monitoring orders.
Supervisor after training I will give 2 members of staff a test before they go back on to their normal duty.

B) Supervisor I will also print off all orders and will give to each member of warehouse staff in the morning to stop big que at the computer















                                                     Flow Diagram
                                                           Orders
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                                                     Expected goals and outcome

As a team we discussed the issues between us. we believed that this strategy would bring all problems down long as it is motioned regular. It will save company money and time and customers. Which will bring company reputation back to normal. This strategy will bring the company cost right down and maintain are main goals which are to keep customers happy and build good communication between us and staff so they can talk to us regarding any problem when it arises.  


















                                                            Conclusion
What I learned from problem solving from engaging in this essay is that if you do not tackle a problem from early you attend to have further problems in the future and how that problem will impact the business status. A small problem can escalate into something very serious. For example, losing your own job, loosing new and old contracts which eventually will force the business to close or even make redundancy to some member of staff.
A change to the system of work can cause problems. For example, you have been working to same system for 5 years then suddenly there a change in the way you work. Which in my case training was given and 2 member of staff which did not clearly understand how the new system worked caused so may problems for the company. So, a clear understanding between staff and managers is very important. keeping on top of everything having strategies in place to stop problems occurring in future. When problems do a rise its best to solve a problem as a team where different views are analysed, and best formula is produced to conquer the problem.
































All cost due to problem 
Within 7 months 

Extra Material cost for customers	January	February	March	April	May	June	July	Total	80	100	120	150	175	248	280	1153	Wrong orders 	January	February	March	April	May	June	July	Total	5	7	10	13	15	20	40	110	Remburstment to customers	January	February	March	April	May	June	July	Total	140	159	180	215	330	410	480	1914	courier extra charge 	January	February	March	April	May	June	July	Total	75	105	150	195	225	300	600	1560	




