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[bookmark: _Toc176093158]Introduction:
This problem-solving assignment is a very important one for both myself in the position of company owner and Director of AteamforStorage Ltd, our self-storage, storage and home/office removal company.
We have a small number of very complex and long-standing problems, the main one relating to scheduling and coordination of home removals in particular.
I understand from my experience of the business that this isn’t just an internal problem which needs addressing but there are a lot of external factors from the outside world which, although cannot prevent or eliminate them there has to be ways which we can adapt and respond to them in a proactive and beneficial manner. Taylor (2020).
We are going to critically analyse the problem, explore the available problem solving and decision-making techniques and propose a solution which is realistic and can be implemented in an effective manner.













[bookmark: _Toc176093159]Main discussion:

[bookmark: _Toc176093160]2.1 Define a complex problem in the workplace, including its scope and impact:
My business AteamforStorage Ltd offers two separate yet complimentary services, home/office relocation with commercial delivery service and storage/self-storage.
We have an ongoing and long-standing complex problem with, the main factors in my opinion coming from the external macro environment, nevertheless it is on me to remedy this to make the business run smoother and be more capable of surviving and flourishing in the future.
The problem:
· Issues with the scheduling and co-ordinations of home removals in particular.
This has been an ongoing issue which, over the years I have tried many different approaches to sort , but it is still a major barrier to not only success but also the survival of the business in the long term.

The problem is a consequence of a number of variables, including:
1. Difficulty in estimation of task/job duration resulting in delays, additional variable costs and late starts on other work.
2. Lack of system/ability to allocate staff and vehicles properly, leading to overbooking certain days and being quiet on other days.
3. Poor communication between office and customers and also office and moving crew. Jones & Brown (2021).
4. Our main problem which is a market issue rather than an internal one is the ‘falling through’ of sales, be it delays, postponements and cancellation of house moves.  This is just as much an issue for the home mover as it is the removal company and I’ve been at the point of considering lobbying government for systematic change.
5. Most moves land on a Friday.
6. Inadequate systems (booking system for example). Smith (2019)


	SCOPE
	IMPACT

	Our customers
	· Decreased satisfaction with service and company.
· Negative reviews
· Negative word of mouth
· Loss of repeat business

	Our staff
	· Higher turnover of staff
· Job discontentment 
· Less productivity
· Inefficient

	Other home movers (if in a chain with ours)
	· Delayed moving in
· Frustration, worry and stress
· Leave us bad reviews potentially
· They could incur additional costs with their movers

	Other removal companies (of those in a chain)
	· They might have to work late or delay/put off scheduled in work.
· They would have to manage their then discontented staff
· They would be burdened with additional customer service issues through what could already be a busy day.

	Estate agents


	Both estate agents and solicitors would  be pretty much the same in terms of the impact felt:
· Wasted time on calls and customer service

complete


	Solicitors
	




[bookmark: _Toc176093161]Analyse information on the identified problem, to help inform the decision-making process:
Brainstorming:
	MIND-MAP CODE
	IDEA
	YES
	NO
	W

	#1
	Purchase and implement project management and possibly new AI software. Lee et al. (2022)
	*
	
	

	#2
	Regular training for staff to be able to more accurately assess moves. Johnson (2018)
	*
	
	

	#3
	Conduct more detailed pre-move surveys 
	*
	
	

	#4
	Put staff on BAR approved surveying courses
	*
	
	

	#5
	Invest in software which also automates or better manages the allocation of staff and vehicles.
	*
	
	

	#6
	Implement GPS on vehicles to be able to adjust schedules more flexibly and at shorter notice.
	*
	
	

	#7
	Introduce flexible working arrangements and try to have on call staff for short notice bookings.
	*
	
	

	#8
	Try to use one dashboard/system which keeps all aspects of operations from receiving leads to estimating, taking payments and despatching crews and vehicles together in the one system.
	*
	
	

	#9
	Bring in new protocols for communicating with staff and customers before, during and after the move.
	*
	
	

	#10
	Make a customer facing portal where they can track their move, get updates and also communicate easily with the crew. Davis (2020)
	*
	
	

	#11
	Offer flexible options for scheduling and maybe last minute ‘contingency slots’ to be able to fill in spaces last minute if someone else cancels etc..
	*
	
	

	#12
	Partner with other moving companies who we trust to be able to; share workloads, delegate work too and also be given work from on days they have over booked or a job is moved and cannot be completed by them.
	*
	
	

	#13
	Lobby government for systematic change with the house sale process.
	*
	
	

	#14
	Create ‘peak’ and ‘off peak’ days, Peak being a Friday and Sunday and off peak being any other day, where there is a saving or some sort of benefit for moving on.
	*
	
	

	#15
	Providing customers with knowledge of the benefits of moving on an off-peak day.
	*
	
	

	#16
	Ensure that any separate software systems are fully integrated with each other.
	*
	
	

	#17
	Undertake regular periodic checks to see if the systems are working properly. Carter (2020)
	*
	
	


















Mindmap: 
(I have made a mind-map code for each idea on the above table so please refer to this in the following mind-map. I have done this so it isn’t messy and to make it more clear).
[image: A diagram of a diagram

Description automatically generated with medium confidence]
5 Whys (Root cause analysis):
1. Why are there scheduling and co-ordination issues with home removals?
Because there is more often than not a difference between available resources  like staff and vehicles and the scheduled jobs 
2. Why is there a mismatch between the jobs lined up and the available resources?
The current system is not effective enough to handle the quick and last minute changes in demand.
3. Why is the current system for scheduling jobs and allocating resources not effective enough?
Because the system isn’t automated and doesn’t accommodate for different functions across different aspects of the business being updated and communicated quickly and efficiently.
4. Why does the current system not work properly?
Because the business hasn’t implemented project management software , AI tools, vehicle tracking and systems that streamline and improve the processes.
5. Why has the business not already implemented these systems as of yet?
There has been a lack of investment and also a lack of awareness and knowledge about the improvements than can be made through the organistion with them in place.
Root cause: 
The route cause of the problem is (as well as the external market factors touched upon earlier) the main reason is the absence of a modern system(s) which streamline and improve the operational processes of the business.



Ishikawa (Fishbone analysis):
[image: A diagram of a diagram

Description automatically generated with medium confidence]
[bookmark: _Toc176093162]Propose a range of alternative solutions to the problem:
Given the financial restraints we currently have due to the storage side of our business not long being started and still in a very much early stage of its development I believe it will be good to implement new systems bit by bit in a phased way and this will also help me and my staff get used to the new ways of working steadily and progressively. Thomas (2021).
External factors (PESTLE):
We cannot control the external factors apart from lobbying government/parliament for change, this would also help raise the business profile and have a good chance of also being a positive PR tool.
We can however control how we respond to, deal with and mitigate the negative external factors with which we are faced.
Internal:
Staff training and monitoring needs attention as do development of my own human resource management skills and experience (until the time when we can potentially afford to outsource this.
I’ve struggled to find one system which encompasses all the functions we require from the analysis so far with the various tools but we can narrow it down to two, maybe three cost effective solutions.  
One system would do it all but it was ridiculously over expensive compared to our current revenue capability, it was more for an international moving company with a massive fleet and multiple storage facilities.
The moving software I have found which does most functions we require is:
Easyly - only costs around £160 per month and does the CRM part which includes automation, estimating through to invoicing, crew and vehicle allocation and scheduling.
Kinnovis self-storage software - Although basic storage functions can be undertaken through Easyly we have had to purchase specific self-storage software in addition so eventually this will be linked to our access system and CCTV enabling a complete hands off and automated part of the business which will be our ‘bread and butter’ and minimise the issue of trough periods through the year.
Whats good is with Kinnovis, as with most other self-storage systems is that you pay for what you use and the cost will grow in parallel with increased sales.
Xero – Xero is integrated with Stripe (the merchant facility) which is in turn integrated with both Easyly and Kinnovis so although a separate system it all works as one seamless financial system.
I am going to implement a twice weekly checking system going forward though for the; phone system, internet and all these systems as we have had breakdowns in the systems previously which have cost us lost work and revenue.  
I hadn’t thought of this periodic checking until looking at this more closely as has been done in this assignment.
Fuel card and tracker integration - We have fuel cards for each fuel card in the fleet which makes paying, managing and monitoring much easier… We do have trackers here from the same company Radius Velocity but have not got around to fitting them yet, this is important now as we have started taking on singular deliveries again and if I an see where the crews are in real time it will save us on fuel time and I can put a crew on to a job at much shorter notice than before. Refer to Patel & Kumar (2019).
I have not yet found the right project management tool but this is something I need to do… We have completed very large commercial removals and planning has been quite difficult and complex without such a tool to help.












[bookmark: _Toc176093163]Using a decision-making technique, evaluate a range of solutions to identify the most appropriate option:

Grid Analysis:
	FACTORS
	Cost
	Efficiency
	Scalability
	Implementation
	Customer benefits
	Employee benefits
	SCORE

	WEIGHT:
	3


	5
	4


	2
	4
	4
	-

	Automated software system
	3

9
	5

25
	4

16
	3

6
	5

20
	4

16
	
92

	Staff training
	2

6
	4

20
	3

12
	4

8
	4

16
	5

20
	
82

	Outsourcing operational tasks (Such as HR etc..)
	4

12
	3

15
	5

20
	2

4
	4

16
	3

12
	
79

	Revamping existing manual systems
	3

9
	5

25
	4

16
	4

8
	4

16
	4

16
	
90


The best option from this Grid analysis is implementing a new automated software system.
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Action plan:
	OBJECTIVES
	TASKS
	SUCCESS CRITERIA
	TIME FRAME
	RESOURCES

	
Planning and preparation
	Identify requirements.
	Clear understanding of needs.
	1 month
	Internal teams
Operations manager

	

	Select software.
	Selected software meets these needs.
	1 month
	Person responsible for IT 
Operations manager

	

	Create a plan for implementation.
	Detailed plan of specific dates and who is responsible for what.
	1 month
	Project manager

	
Test start
	Set up test team.
	Team ready and motivated to take on the challenge.
	1 week
	HR
Operations manager

	

	Software installation and tweaking.
	Software is installed and personalised to the business requirements.
	2 weeks
	IT person our end
Software company staff

	

	Provide training to test team.
	The team is familiar and competent with the software.
	1 week
	IT person our end
Software company staff

	

	Conduct pilot test.
	Successful test run with positive feedback.
	2-3 months
	Test team 
Operations manager

	
Phased rollout
	Analyze pilot results. 
	The identification of the required adjustments from feedback.
	1 week 
	IT person
Crew manager
Office srtaff

	
	Rollout to separate teams. 
	Software operational and used by the relevant teams (office, crews and customers).
	2-3 months


	IT person
Crew manager
Office srtaff

	
	Continuos training.
	All relevant staff trained in the use of the software
	2-3 months
	All relevant staff using system

	
	Monitor and tweak further as required.
	Ongoing performance monitoring and adjustments made.
	4-6 months
	All relevant staff using system
Plus online guidance from software company

	
Full-time use
	Complete full roll out.
	Software implemented across all departments.
	2-3 months
	All relevant staff using system


	
	Optimize the use of it.
	Enhanced efficiency with full capability of the software.
	2-3 months
	All relevant staff using system
Online assistance from software company and our IT designated person

	
	Conduct a review.
	A documented review of its success.
	1 month
	Operations manager and all others involved with system

	
	Provide ongoing support and training.
	Continued positive use by staff
	Ongoing
	Operations manager and all others involved with system

	
	Conduct periodic tests on system.
	A regular documented review process.
	Ongoing
	Operations manager and all others involved with system










GANTT chart:
See Appendix A for ‘Data Entry Table’ for the GANTT chart.

[image: A graph with blue squares
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[bookmark: _Toc176093165]Communicate the plan to relevant stakeholders:

	INTERNAL STAKEHOLDERS
	

	Employees


	All staff members throughout the company.

	Management


	Those responsible for making decisions.
Team leaders in charge of areas such as the crew leader and office manager.

	Shareholders


	Myself, Nicola and also Clive who is off shares now but still owed for his investment.

	EXTERNAL STAKEHOLDERS
	

	
Customers

	Private customers (individuals) and businesses who we undertake removals, deliveries and storage duties for.

	
Suppliers

	Companies who supply us goods and services , like the AA, garages who undertake work for us, Willbox containers etc

	
Business partners

	Other companies who we delegate work too or get subbed it from such as CityMoves.

	
Government and regulatory bodies

	Local and national government agencies involved with our industry etc..

	Local community


	The local area where we trade, Waunarlwydd, Fforestfach and Swansea in general.

	
Associations

	BAR, National Guild of Removers and Storers, SSA, CASSOA



Communication plan:
	WHAT?
	WHEN?
(Times in relation to implementation )
	HOW?
	WHO?
	AUDIENCES

	Announce the Plan.
	1 month before 
	Meetings Emails
	Me
	All employess

	Provide regular updates
	Ongoing during
	Emails, Reports Meetings
	Me
	All stakeholders

	Conduct feedback sessions
	 1-3 months post 
	Surveys, Focus groups
	Me and Nicola with all staff
	Employees, customers and partners

	Provide support and training
	Before and during
	Workshops, Training sessions
	Software staff, us and staff
	Employees

	Inform suppliers
	1 month before
	Emails, letters, meetings
	Me and/or Nicola
	Suppliers

	Update trade associations
	Before
	Emails
	Me
	BAR, NGRS, SSA, CASSOA








[bookmark: _Toc176093166]Assess appropriate monitoring and review techniques to ensure successful implementation of solution:
The technique I have used to monitor the progress of the implementation process is a Run or Trend chart. See White, 2017 about benefits of using charts for this kind of monitoring.
[image: A graph of a software system
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Appendix A:
GANTT chart data entry table (Microsoft Excel):
	TASK
	START DATE
	DURATION

	Identify requirements
	01 September 2024
	30

	Select software
	01 October 2024
	30

	Create implemention plan
	01 November 2024
	30

	Set up test team
	08 November 2024
	7

	Software installation and tweaking
	22 November 2024
	14

	Provide training to test team
	28 November 2024
	7

	Conduct pilot test
	28 February 2025
	90

	Analyze pilot results
	06 March 2025
	7

	Rollout to separate teams
	06 June 2025
	90

	Continuos training
	06 September 2024
	90

	Monitor and tweak further as required
	06 December 2025
	90

	Complete full roll out
	06 March 2026
	90

	Optimize its use
	06 June 2026
	90

	Conduct a review
	06 July 2026
	30

	Provide ongoing support and training
	06 July 2026
	Ongoing 

	Conduct periodic tests on system
	06 July 2026
	Ongoing 
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