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1.1 [bookmark: _Toc238910088]Introduction
Effective problem solving and decision-making are important for organisations because workplace problems can affect financial performance, operational efficiency, employees, clients, and the overall success of the business. This assignment focuses on Wellora online counselling, a new online counselling business, providing individual and couples counselling to clients across the UK. As Wellora will initially be operated by one-person, effective management of appointments and available working time will be particularly important to the success of the business. The complex workplace problem identified for Wellora is missed appointments and late cancellations. This problem can have several possible causes which will be identified in the assignment, and an appropriate solution selected. This assignment will also analyse the identified problem using problem solving technique’s including, Brain-storming, the 5 Why’s, and ishakawa(fishbone) analysis to identify possible causes and underlying factors, a range of potential solutions will then be developed and evaluated using grid analysis and cost benefit ratio to support the decision-making process. The selected solution will then be implemented using a Gantt chart, action plan, supported by a communication plan for the relevant stakeholders. Finally, the appropriate monitoring and review techniques will be used to measure the effectiveness of the solution, identify any problems during implementation and determine whether further corrective action is required.
 The overall aim is to identify a practical and financially appropriate solution that can reduce missed appointments and late cancellations while maintaining an effective, accessible, and client focused service at Wellora Online Counselling. 
1.2 [bookmark: _Toc238910089]Define a complex problem in the workplace, including scope and impact
Wellora Online Counselling is an online counselling business that provides individual and couples counselling sessions to clients across the UK. As the business will initially be operated by one person, the number of appointments available will be limited. The complex workplace problem identified for Wellora is missed appointments and late cancellations. A missed appointment is when a client does not attend their scheduled counselling session, while a late cancellation is when a client cancels without enough notice for the appointment to be offered to another client. This is a complex problem because there is not necessarily one reason why clients miss or cancel appointments. Possible causes could include forgetting the appointment, unexpected work or family commitments, technical difficulties, financial pressures or personal circumstances. (Parsons et al., 2021). Some clients may also feel anxious or nervous about attending counselling. The problem could also be influenced by the business itself, for example, if appointment reminders are not effective or the cancellation policy is unclear. Therefore, it is important to investigate the different possible causes before deciding on an appropriate solution. Although missed appointments and late cancellations involve client behaviour, the issue is also a workplace problem because Wellora's booking process, reminder system, communication and cancellation procedures may influence the frequency of missed appointments.
SCOPE- The scope of the problem includes the people who may be affected by missed appointments and late cancellations. The owner and manager of Wellora is directly affected, because Wellora has limited appointment capacity as a sole-practitioner business, every missed appointment represents time that cannot easily be recovered or resold at short notice. This makes missed appointments particularly important to the financial sustainability of the business. Clients are also affected because missed appointments can interrupt their counselling and may prevent other clients from accessing available appointment slots. As the business grows, the problem could also affect future counsellors by making it more difficult to manage their schedules and workloads.
IMPACT- Missed appointments and late cancellations could have financial, operational and client-related impacts on Wellora. The financial impact is particularly important for a small business because Wellora will charge £60 for an individual counselling session and £90 for a couple’s session. Regular missed appointments could therefore reduce the income available to cover business costs and support future growth. There could also be an operational impact because time has been reserved for clients who do not attend, reducing the number of appointments that can be delivered. From a client perspective, missed appointments may affect continuity of counselling and reduce access to available sessions for other people seeking support. Overall, the problem could affect the financial performance, efficiency and client service of Wellora Online Counselling. For this reason, the causes of missed appointments and late cancellations need to be investigated so that an effective solution can be identified.
1.3 [bookmark: _Toc238910090]Analyse information on the identified problem, to help inform decision making process 
Brain-storming-[image: ]

Brainstorming was used to generate a range of possible causes of missed appointments and late cancellations before the causes were analysed further. This technique supports creative problem solving by encouraging the generation of multiple ideas before evaluating potential solutions (Clegg & Birch, 2007).


5 Whys- 
Problem- Clients are forgetting their scheduled counselling appointments.
Why? Why are clients missing their appointments?
Some clients may forget the date and time of their counselling appointment.
Why? Why are clients forgetting their appointments?
Appointments may be booked in advance, and clients may have other work, family or personal commitments to remember.
Why? Why might clients not remember the appointment closer to the time?
Clients may not receive an effective reminder shortly before their appointment.
Why? Why might they not receive an effective reminder?
Wellora may not initially have an automated system that sends regular reminders by text message or email.
Why? Why does Wellora not have an automated reminder system?
As a new business, Wellora may initially have limited resources and may not have invested in an automated booking and reminder system.
The 5 Whys analysis suggests that a lack of an effective automated appointment reminder system could be one of the underlying causes contributing to missed appointments. The technique allowed the possible underlying cause to be explored by repeatedly questioning why the problem was occurring (Clegg & Birch, 2007).
Ishikawa (Fishbone)-
[image: ]  
The Ishikawa (Fishbone) analysis was used to identify and organise the potential causes contributing to missed appointments and late cancellations. The technique is useful for analysing complex problems because it allows multiple possible causes to be grouped and examined systematically (American Society for Quality [ASQ], 2024).










1.4 [bookmark: _Toc238910091]Propose a range of solutions to the problem 
The information collected from the brainstorming, 5 Whys and Ishikawa analysis identified several possible causes of missed appointments and late cancellations at Wellora Online Counselling. These included clients forgetting appointments, an ineffective reminder system, problems with the booking process, an unclear cancellation policy, technology issues and unexpected personal circumstances. 
Solution 1 – Automated appointment reminders.
The first solution would be to introduce an automated appointment reminder system. Clients would receive an automatic confirmation when they book an appointment, followed by reminders before their counselling session, such as 48 hours and 24 hours before the appointment, also reminding them of the cancellation policy if they were to cancel. Reminders could be sent by email or text message. This could reduce missed appointments caused by clients forgetting their appointment and would also reduce the amount of time spent manually contacting clients. The main disadvantage is that Wellora would need to pay for suitable booking and reminder software and possibly text message charges. Research indicates that appointment reminder systems can improve attendance and can also support cancellation and rescheduling processes (McLean et al., 2016).
Solution 2 – Clear cancellation and missed appointment policy
The second solution would be to introduce a clear cancellation and missed appointment policy. Clients would be informed when booking how much notice they should provide if they need to cancel or change an appointment. The policy could also explain what may happen if an appointment is cancelled at short notice or missed completely. This could encourage clients to provide enough notice and make the expectations of the business clear. However, the policy would need to be applied fairly because clients may sometimes have genuine emergencies or unexpected circumstances.
Solution 3 – Deposit or payment in advance
The third solution would be to require clients to pay a deposit or the full appointment fee when booking. This may encourage clients to attend their scheduled appointment and could provide some financial protection for Wellora if an appointment is missed.  For example, Wellora could require payment for the £60 individual session or £90 couples session when booking. However, requiring payment in advance could make the service less accessible for some clients who may be experiencing financial difficulties. There would also be payment processing costs for the business. 
Solution 4 – Combination of automated reminders and cancellation policy
The fourth solution would combine an automated reminder system with a clear cancellation and missed appointment policy. Clients would receive reminders before their appointment and would also be informed about the cancellation requirements when booking. This could address more than one of the causes identified during the earlier analysis. The reminder system could reduce missed appointments caused by clients forgetting, while the cancellation policy could encourage clients to provide sufficient notice if they are unable to attend. Although this option may involve more work and costs than using one solution alone, it could provide a more complete approach to reducing missed appointments. 
1.5 [bookmark: _Toc238910092]Using a decision-making technique, evaluate a range of solutions to the problem 
Grid Analysis- [image: ]
A grid analysis was used to compare four possible solutions using effectiveness, cost, ease of implementation, impact on clients, protection of revenue and long-term suitability. The combination of automated reminders and a clear cancellation policy achieved the highest weighted score of 114. Although it is not the cheapest option, it was the most effective overall because it addresses both forgotten appointments and late cancellations while remaining suitable for clients. Therefore, this was selected as the best solution for Wellora Online Counselling.

Cost-benefit analysis and ratios- 
[image: ]
Benefit-to-cost ratio= Total benefits Total costs = £11,400÷£1,600= £7.13
Net annual benefit=annual benefit- annual costs (first year) = £1560- £400= £1,160
Net annual benefit= total benefits- total costs (5 years) = £11,400- £9,800 
Every £1 spent, £7.13 in benefits. 






1.6 [bookmark: _Toc238910093]Develop a detailed plan for implementing the solution 
GANTT CHART 
	Activity
	Week 1
	Week 2
	Week 3 
	Week 4
	Week 5 
	Month 2 

	Review current appointment and cancellation process 
	
	
	
	
	
	

	Research and select booking/reminder software
	
	
	
	
	
	

	Develop cancellation and missed appointment policy
	
	
	
	
	
	

	Update website and booking system
	
	
	
	
	
	

	Test automated reminder system
	
	
	
	
	
	

	Inform clients and introduce the new system
	
	
	
	
	
	

	Monitor missed appointments and late cancellations
	
	
	
	
	
	

	Review results and measure success
	
	
	
	
	
	



The Gantt chart was used to provide a structured implementation schedule by identifying the activities required, their sequence and the timeframe for completion. Gantt charts are useful project management tools because they allow planned activities and timescales to be presented clearly and can support the monitoring of project progress (Martinelli & Milosevic, 2016). Kiera Jones will manage the implementation and monitor the results. Success will be measured by a reduction in missed appointments and late cancellations, as well as reduced lost income.



1.7 [bookmark: _Toc238910094]Communicate the plan to relevant Stakeholders 
Stakeholders – why they need to be informed –
CLIENTS- they need to understand the new appointment reminder system and cancellation policy, so they know what’s expected of them.
OWNER MANAGER (KIERA JONES)- Needs to manage the implementation, monitor appointments, and check whether the solution is reducing missed appointments. 
SOFTWARE PROVIDER- Needs to know the requirements for setting up and testing the automated reminder system and provide technical support if needed. 

COMMUNICATION PLAN- 
	STAKEHOLDERS
	WHAT WILL BE COMMUNICATED
	WHEN
	METHOD

	CLIENTS
	New reminder system and cancellation policy.
	Before implementation and when booking. 
	Email and Website. 

	OWNER/MANAGER
	Progress, Problems and results.
	Weekly during implementation and monthly afterwards.
	Review/Records.

	SOFTWARE PROVIDER
	Setup requirements and technical issues.
	Weeks 1-4 as required.
	Email/online support.


	
This communication plan ensures that all the relevant stakeholders are kept informed throughout the implementation of the solution. Clients will be informed about the new reminders and cancellation policy before they are introduced, while Kiera Jones will monitor the implementation, and review the results regularly to ensure that the plan is progressing as expected, the software provider will be contacted during setup and testing. 






1.8 [bookmark: _Toc238910095]Assess appropriate monitoring and review techniques to ensure successful implementation of solution 
The implementation of the automated appointment reminder system and clear cancellation and missed appointment policy will require continuous monitoring and regular review to ensure that the solution is implemented successfully and achieves its intended objectives. Monitoring is important because it allows Wellora Online Counselling to track progress, identify problems at an early stage and take corrective action where necessary. As Wellora will initially be operated by one person, an appropriate monitoring approach needs to be straightforward, measurable and realistic to maintain alongside counselling sessions, administration and other business responsibilities. A combination of qualitative and quantitative monitoring techniques will therefore be used rather than relying on a single measure. This will provide a more balanced assessment of whether the solution is working effectively.

During the implementation stage, Gantt chart and milestone monitoring will be used to compare actual progress against the planned implementation schedule. Kiera Jones will review progress weekly and check whether each planned activity has been completed within the required timeframe. Key milestones will include reviewing the existing appointment and cancellation process, selecting suitable booking and reminder software, developing the cancellation policy, updating the website and booking system, testing the automated reminders and communicating the new process to clients. This technique is appropriate because it provides a clear visual method of identifying whether the implementation is on schedule. If an activity is delayed, the reason for the delay can be identified and corrective action taken before it affects later stages. For example, if the reminder software cannot be configured by the planned deadline, the issue can be addressed before the system is introduced to clients.

Key Performance Indicators will be used to measure whether the solution is reducing the original problem. The main KPIs will include the number of missed appointments, the number of late cancellations, the percentage of appointments attended and the amount of income lost through unused appointment slots. These measures will be recorded consistently so that Wellora can compare performance before and after implementation. KPIs are appropriate because they provide objective and measurable evidence of performance. For example, if missed appointments and late cancellations decrease following the introduction of automated reminders and the new cancellation policy, this would provide evidence that the solution is contributing to an improvement. However, the results should not automatically be attributed entirely to the new system because other factors, such as changes in the number of clients or unexpected personal circumstances, could also influence attendance.

A before-and-after comparison will therefore be used alongside the KPIs. Wellora should establish a baseline by recording the level of missed appointments and late cancellations before the solution is implemented. The same measures should then be recorded during the first, second and third months after implementation. Comparing these results will allow Kiera Jones to determine whether there has been a sustained improvement rather than relying on a single month's figures. For example, if the number of missed appointments decreases consistently across the three-month monitoring period, this would provide stronger evidence that the new process is effective. If the figures fluctuate or remain unchanged, further investigation would be required to identify whether other causes are contributing to the problem.

Financial monitoring will also be important because missed appointments directly affect the revenue-generating capacity of Wellora. The business charges £60 for an individual counselling session and £90 for a couples counselling session, meaning that each unused appointment slot has a potential financial cost. Kiera Jones will record the amount of income lost through missed appointments and late cancellations before and after the solution is introduced. The cost of implementing and operating the reminder system will also be monitored, including any software subscription or communication costs. These figures can then be compared to determine whether the financial benefits of reducing missed appointments justify the cost of the solution. This is particularly appropriate for Wellora because it is a small business with limited appointment capacity, meaning that protecting available appointment time is important for financial sustainability.

Client feedback will provide a qualitative method of assessing whether the solution is appropriate from the client's perspective. Clients could be given the opportunity to provide short feedback on whether the reminders are useful, whether they receive them at an appropriate time and whether the cancellation policy is clear and easy to understand. This could be collected through a short online questionnaire or optional feedback form. Client feedback is important because a solution should not only improve business performance but should also remain appropriate and accessible for clients. For example, if clients report that the reminders are helpful but that the cancellation policy is confusing, Wellora could retain the reminder system while revising the wording of the policy. Feedback should therefore be considered alongside quantitative data rather than used as the only measure of success.

Monitoring the communication process will also be necessary to ensure that stakeholders receive accurate and timely information. Existing clients should be informed about the new reminder system and cancellation policy before the changes are introduced, while the updated information should also be incorporated into the booking process for new clients. Kiera Jones will monitor whether the information has been communicated correctly and whether clients understand how to cancel or rearrange appointments. The software provider will also need to be contacted if technical problems occur during setup or testing. Effective communication monitoring is appropriate because even a well-designed solution may fail if clients do not understand the new procedures or if technical problems prevent reminders from being delivered.

Weekly progress reviews will be carried out during the implementation period to bring the different monitoring activities together. Kiera Jones will review the Gantt chart, check completed milestones, identify outstanding tasks and record any problems that require action. The results of software testing will also be reviewed before the reminder system is introduced. This is particularly important because an automated system should be tested to ensure that appointment confirmations and reminders are sent to the correct clients at the correct times. Testing could include checking whether reminders are sent at 48 and 24 hours before an appointment and whether the cancellation information is displayed correctly. Any errors should be corrected before the system becomes part of the normal booking process.

Once the solution has been fully implemented, a three-month formal review will be undertaken to assess its overall effectiveness. The review will consider whether the implementation was completed within the planned five-week timescale, whether missed appointments and late cancellations   decreased, whether attendance rates have improved, whether lost income has reduced, whether clients are satisfied with the new process and whether the financial benefits justify the ongoing costs. The results will be compared with the baseline information collected before implementation and against the objectives established for the project. Conducting the review after three months provides enough time to identify patterns in the data rather than making a decision based on short-term results.

The monitoring process will also include corrective action and continuous improvement. If the results show that the solution is not achieving the expected level of improvement, Wellora will investigate the reasons before deciding what changes are necessary. For example, if missed appointments remain high, the timing or frequency of reminders could be adjusted, additional communication could be introduced or the booking process could be reviewed. If late cancellations remain a significant issue, the cancellation policy could be reviewed to ensure that its requirements are clear, consistently communicated and appropriate for clients. If technical problems continue with the reminder software, the software provider could be contacted for support or an alternative system could be considered. This ensures that monitoring is not simply a process of collecting information but is used to support informed decision making and improvement.

Overall, the combination of Gantt chart and milestone monitoring, KPIs, before-and-after comparisons, financial monitoring, client feedback, communication checks, weekly reviews and a three-month formal evaluation provides an appropriate and comprehensive approach for Wellora Online Counselling. Quantitative measures will provide objective evidence of changes in attendance, cancellations and financial performance, while qualitative feedback will provide information about the client experience and the practicality of the new procedures. Regular monitoring will allow problems to be identified early, while the formal review will determine whether the solution has achieved its objectives and remains suitable for the business. This approach will help Wellora maintain control over the implementation, protect appointment capacity and income, and ensure that the chosen solution continues to be effective in reducing missed appointments and late cancellations.
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