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[bookmark: _Toc10392227][bookmark: _Toc456901517]Define a complex problem in the workplace, including its scope and impact
According to Rittel & Webber (1973), ‘complex problems are typically defined as those that include the ability to approach them from multiple, sometimes competing, perspectives and which may have multiple possible solutions.’ Within the writer’s current place of work, they are experiencing problems with customer dissatisfaction, especially in the lack of telephone calls being answered. This is not only a disservice to the customers but is also reflected in the branch’s performance data. The bank thrives on building relationships with their customers and with the number of missed calls the customers are losing trust in the staff and company, not only this but the bank also takes and books a lot of business through inbound calls and when these calls are missed, they are missing out on valuable business. 
The scope of the problem is that between the hours of 9AM to 5PM the high street branch see’s approximately one hundred to one hundred and fifty customers each day requiring a face-to-face interaction. Since the onset of Covid 19, these number have decreased to approximately fifty to eighty face to face interactions per day; however, the telephony channel direct into the branch line has significantly increased from an average of thirty calls per day to seventy or some days even more. The impact of this is the customers are left feeling they are at a disservice and the company are left with low performance data – which has a knock-on effect of the company’s profits. This problem does not lie with any individual staff member, this is a problem belonging to the whole team and a solution needs to be found to increase branch productivity and customer satisfaction.  
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Analyse information on the identified problem, to help inform the decision-making process
To help inform the decision-making process the manager has analysed and collected information to help solve the problem of missed calls within branch setting. The manager has used techniques such as brainstorming with the team, creating a mind map (referenced in appendix one), five whys and root cause analysis. The information and data that was proven are as shown below. 
Brainstorming with the team meant that all voices, opinions, ideas, and collaboration were brought to the table, and gave relevant and up to date data to create a meaningful and useful mind map. (Referenced in appendix one). 
Mind map – the manager and the team find using a mind map shows clearly all the possible solutions to underpin the successful implementations and how the change will be received and/or managed. 
The manager has categorized the mind map into seven sections, which are as follows: Physical barriers, Mindset, Job role, Communication, Benefits of answering the phone, Disadvantages of missing calls and what the team needs to stop doing, start doing and continue doing. The team have demonstrated a wide range of ideas and thoughts. The second mind map shows ways in which we can solve the problem. These include solutions such as – invest in new, reliable phones and place them strategically through the branch, next to computers and on every workstation, create a role for a dedicated phone answerer (this could be a different member of staff from day to day / hour to hour), if the dedicated phone answerer is unable to answer the phone due to being on another line with a customer, toilet break or for any other reason another member of staff needs to answer the phone (back up phone answer, when phone is not answered within three rings), acknowledge the phone answering role as just as important as all other roles in the branch and schedule this onto the daily planner and increase the ring volume on all phones though out the branch so everyone can hear and members of staff can answer phone quickly and efficiently.
The manager has done some research themselves on the disadvantages of missing calls and the lasting side effects and felt this would be useful to share with the team. When discussing with the team they show the picture as shown below to the staff members and leaves to conversation open to allow the staff to voice their opinions freely. The team are quick to agree with the findings although admit they are shocked on the consequences and lasting effects of what missing a phone call could be. They also share the missed call data with the branch for that week and it is the highest it has ever been with one day the branch missing a total of seventy-nine phone calls direct to the branch. The manager has made it clear to the team that a solution needs to be found quickly but must be a sustainable solution to ensure the branch do not fall this low on performance again. If the branch where to miss this amount of direct phone calls to the branch the branch will be put on a risk report and the area director will need to keep a record of all calls answered and missed daily. 
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The manager has had an open and insightful conversation with the team to gather an understanding into the team’s thoughts on why the volume of missed calls has been high over the past six months. When asking the first ‘why’ – why are there a high volume of missed calls? The team reach out and voice their opinions on the problem at hand. The main point being the branch are receiving a far higher volume of calls than previous months and even years as they were and still are in a global pandemic fighting COVID-19. With a lot of customers still unable to leave the comfort of their homes due to isolation, medical issues and/or working from home the as explained above the footfall may have dropped however the telephony service has almost doubled in figures both in branch and within the telephone banking department. 
Another ‘why’ the team discussed was – why is there not a phone based on every station? This is something that has been captured on the mind map and that the manager has taken into consideration. The team have discussed and established that there did used to be a phone on every station however the previous manager moved these telephones as they felt they were in the way and made the branch look “messy”. 
Whist using the techniques above to collect and analysis the data the manager has also had to take into consideration the cost to the company, timeline, availability, feasibility, and relevance. 
The company use an online store named Ariba which stocks all essential stationary, leaflets/brochures, equipment, including office equipment such as telephones. The phones retail at twenty pounds a phone and the manager has made a not that to have a phone at every station within the branch setting five phones will need to be ordered. This is a total of one hundred pounds– however the bank will need to pay separate for delivery from a well know courier DPD. This retails at an extra cost of twenty pounds. Meaning the total cost to have a phone at every station will be one hundred and twenty pounds. The branch is given an annual spending limit on Ariba of two thousand two hundred which on average the branch spends between one hundred and fifty to two hundred pounds monthly. By purchasing five new phones the branch is sacrificing money that would normally be needed for everyday essentials, like office stationery and keeping all merchandising up to date. This would mean possible approvement from the area manager or even reginal manager if the branch where to go over the average monthly budget.    
There would be no need for the company to employ more staff to take on the role of answering the phone or manning the phone throughout the day. This is part of the job role and expected from every team member. The daily planner would be updated from day to day to show what each member of staff’s roles are for that day from hour to hour. The planner will be updated frequently throughout the day as and when plans change or when staff need to adapt to situations/customer needs. 
Another possible solution the team discussed was adjusting the ring volume so that members or staff can hear the phone ring clearly and answer quickly and efficiently. This would not cost the company any money and the managers have the authority to adjust the ring volume and ‘lock it in’ which means no other member of staff would be able to adjust the volume up or down. The problem this raises is whether the staff members would be able to hear their customer talking at the till, in an appointment, in a private room or even in the banking hall (an open space) over all the telephones ringing loudly.  
The time it would take from ordering the phones on Ariba to the phones being delivered to the branch and set up on each station ready to take inbound calls would be a total of four days. As the courier service provide next day delivery this means the branch can be efficient. However, the software company used, can take up to three days to install and connect the phone lines. This means the branch would be sacrificing another four days with possible high missed call volumes. 
The time it would take to implement the role of a dedicated phone answer would be immediate. This would be added to the daily planner and the manager would delegate the role and explain the role in full during a morning meeting. The manager would need to explain the importance of this job and that communication is key. The dedicated phone answer will need to let all team members know when leaving their post to ensure a minim or even no calls are missed while they are absent. 
Increasing the ring volume of the phone is also something that the manager would be able to implement immediately and would also need to let all team members know that this has happened. This is something that staff members will need to be conscious of when conduction an appointment with a customer or dealing with a more sensitive subject. 

[bookmark: _Toc10392230]Using a decision-making technique, evaluate a range of solutions to identify the most appropriate option
The first step the manager took was to eliminate unviable solutions with the team. At this stage they examined each solution in turn and rejected those which do not meet all the constraints they have. The second step the manger took was to evaluate the remaining solutions with the team. Each of the remaining solutions was then examined to see how well it provides the results required. They then assessed the risks – if any at all. Although the solutions chosen to show what offers the best balance of benefits versus disadvantages, they then examine the possible risks associated with this solution to ensure that they are acceptable and to identify areas where risks could be minimised. The manager then needs to take lead in the decision-making process. The team then commit themselves to increasing the ring volume and buying two new telephones. They commit to this solution and will each play a role in making it happen. 
Through the manager using different techniques with the team, they found the mind map to be most useful to gather all the information needed, hear all the staff’s thoughts and opinions and to start a plan on how to implement the ideas into every day working life.
All the solutions to the problem above are relevant and will all have a significant impact on how the branch manage to answer the telephone during their working hours. However, the manager through using the techniques and looking at cost management has decided to increase the ring volume on telephones in an open space (banking hall), however not in in closed rooms used for appointments. This is something that can be implemented immediately and no planning or authorisation from the area manager is needed. 
The manager has also decided to order two additional phones to be bought and the correct software to be downloaded onto them. As discussed, the cost of the phone is twenty pound per phone and twenty pounds for next day delivery, this totals sixty pound which the branch will need to take out their monthly spending budget for Aribia (stationary).  This means the branch will need to create a list of stationary to order and prioritise things they are short on or need for legal/risk reasons such as up to date brochures and information/posters placed around the branch.
Below the manager has created a detailed plan using a Gantt chart to help everyone know exactly what the plan is and when each step needs to be executed. 

[bookmark: _Toc10392231]Develop a detailed plan for implementing the solution

The manager has used a Gantt chart to set a clear timeline of what needs to be implemented straight away and what needs to be prioritised. As shown in the chart below the manager has indicated that red highlighted cells are of high importance and must be completed on time as per chart shows, the orange columns are labelled important and yellow cells labelled as can be delayed or rescheduled if must or schedule changes. 
The manager has stressed the importance to the team that this chart is followed as shown below and made all full time and part time staff aware of changes and software engineers coming into the branch. The manager has recapped with all staff members the policy and procedure that must be followed when allowing external companies into the branch and the importance of taking identification. 
The manager will increase the volume of telephone placed in the banking hall, counter space and office within the first two weeks on the plan being actioned. The volume will not be on max however loud enough to hear from throughout the banking hall. The volume will be ‘locked in’ which means only the manager has authorisation to increase or decrease volume as and when needed. 
The manager has appointed a senior member of staff to use Ariba to order the telephones and organize the next day delivery, these actions must be requested before 12pm to ensure next day delivery. If they are ordered after 12pm this means the plan will be a day behind schedule and could mean another day of the branch missing several calls. 
The manager will need to contact the software engineers and request them to come out to the branch to set up new telephones and discuss how they are programmed, how to use and any software differences. 
All staff members have already been made aware of delivery this means any member of staff will be able to sign and take telephones from the courier. These telephones must be kept in a secure location within the branch – preferably in a locked safe that only senior members of staff have access to. If this is not possible the manager has asked for them to be in a locked room or cupboard in readiness for the software engineers attending the branch – this may take up to three working days. 
Any member of staff within the branch can allow the software engineers into the branch, they must follow the most recent and relevant policy and procedures and ensure that the correct and valid identification is taken. This is to ensure that the software engineers entering the bank premises are genuine.
If telephones have been stored in a locked safe a senior member of staff must retrieve these and give to the software engineers. If a senior member is staff is unavailable a manger must retrieve the telephones. 
The manager must then test all the new telephones to ensure they are working as they should, with no errors or differences from other phones throughout the branch. This step will be carried out by the branch manager throughout the week again to ensure there are no issues. If there is an issue this must be reported and logged straight away to the external software company. The software company then have twenty-four hours to respond, if this issue is unable to be resolved via telephone, email or externally a software engineer must attend the branch as soon as possible. However, is unable to attend out with the working hours of 9am to 5pm. 
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According to Fernando (2021) a stakeholder is a “party that has an interest in a company and can either affect or be affected by the business. The primary stakeholders in a typical corporation are its investors, employees, customers, and suppliers.
However, with the increasing attention on corporate social responsibility, the concept has been extended to include communities, governments, and trade associations.” 
TSB Bank’s stakeholders consist of the owners, investors, and suppliers. This means for a purchase on new telephones they will all be informed, and the purchase will be recorded on the database under branch expenses. 
The manager will need to make the area director aware of the branch plans before implementing any of the solutions. This is because there is a cost included and must be authorised by someone who has clearings to authorise the branch spending over one hundred pounds. The purchase of the two telephones will need to be communicated to the area director before ordering and the manager must keep and inform the area director of any changes to the plan discussed. During the execution the manager must give not only the staff members but also the area director status updates, resource allocation, and if there are any unexpected developments. These are all appropriate for staff members, the area director and stakeholder communication. As the solution/fix to the problem approaches, it’s another opportunity to check back in with everyone including stakeholders to be sure they’re ‘in the loop’, know their role in making things successful, and have the resources available to support or assist if needed.
As this does not impact or exceed the monthly expenditure of the branch allowance there is no need to inform the reginal director. As the branch are within their monthly budget this means there is no loss or impact to the stakeholders such as the owners, investors, or suppliers. This simply means the branch need to be strategic and priories what needs to be ordered for stationary over small/less important items or stationery. 
[image: See the source image]
(Minning, 2021)
The team have acknowledged that the problem of the missed calls is an improvement problem – this means it will not only improve the weekly data on calls answered/missed calls, but it will also improve the data for appointments booked, improve customer satisfaction, improve net promoter scores, and improve staff morale. By rectifying the problem of missed calls within the branch is known as a strategic plan as it will have long term benefits for the company, such as more business for the company meaning an overall profit for the companies’ annual profits, customer satisfaction will improve therefore the staff members will be building long term relationship with the customer. The team will collaborate and come together more often to share ideas and thoughts on how to improve or change things though the daily routine or working day and it will also help individual staff members to become confident at their every day jobs and/or roles. 
[bookmark: _Toc10392233]Assess appropriate monitoring and review techniques to ensure successful implementation of solution 
1. The manager will need to review the information immediately with the software engineers to ensure they know how to use the telephones properly. They will need to spend a few minutes reviewing the new information as soon as they have learned it and look through the material again. They may need to add notes that they have made. The manager has said this will help them to explain any key points out loud to the team. The manager has said the first review is a good way of checking that they have got everything they need, and that they have understood it. It will also avoid them having to "relearn" it completely when they review it again later or with a new staff member. 
2. The manager has said the next step is to schedule further reviews as it takes repeated effort to move information into your long-term memory and that it is vital to review material frequently. Otherwise, key details can be forgotten, and issues may not be picked up or reported.
3. The manager has openly said to the team to test themselves and they will also be testing themselves when reviewing the telephone software. (Ireland, 2021) The manager said “Every time you review something, include an element of testing. This will uncover any gaps in your knowledge, highlight key areas that you need to focus on, and reinforce your learning”. 
4. The manager will teach all members off staff over several morning meetings. One of the most powerful ways to embed learning is to teach it to someone else. This will quickly reveal any aspects that you they staff members do not understand or cannot remember, pinpointing where their knowledge is weakest. This will also boost the team’s confidence to use and apply their knowledge. The team may ask you questions, which will test the mangers knowledge even more deeply – and, in the process, strengthen the teams grasp of the software.

The manager will receive weekly data informing them of the number of calls answered via the amount off calls missed this is something that will need to be reviewed using the strategy above. This is the manager’s job to gather the correct information and data and share with the team their successes or indeed of things have not improved after making the changes to improve the amount of missed calls. If the number of missed calls does not improve after the ring volume and new telephones have been bought the team will need to revaluate their previous solutions to the problem and begin the process again. 
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