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Define a complex problem in the workplace, including its scope and impact
     
 Communication breakdown within the workplace
Working within the security sector providing venue security requires constant communication amongst the security team. The security team provides safety to the customers and making sure people adhere to the venue rules. Communication is vital within the security sector as all the team members need to be able to send and receive continuous information and give feedback or directions. A breakdown in communication whilst attending to an incident inside the venue can be detrimental and potentially dangerous to the stakeholders, where the security team needs quick reaction and decision-making skills in order to deal with the incident effectively. If the communication is not getting sent or received by the team in the appropriate time or using the best communication channels (Mcquail and Windahl, 1993), for example headsets not being worn, this will lead to confusion.) Models for the study of Mass Communication. This means it will be harder for the Team Leader (TL) to control as the TL will have to brief the individuals physically and verbally within the team which is wasting time where time is of the essence in order to successfully deal with a current incident as quickly and effectively as possible.
The job involves working within a five-man team in a nightclub venue, where Fridays and Saturdays are lively while providing venue security, enforcing the venue rules, and delivering customer services whilst also providing security to the premises and its customers. This requires getting involved in physical intervention, for example physically extracting drunk and disorderly members of the public out of the premises or attending to an incident where a drug overdose has taken place, where the writer must provide immediate life support going through the lifesaving procedures and techniques, until the emergency services arrive at the scene. However, not having a reliable headset meant that it was harder to deliver the correct information in the shortest time frame. This meant that delegating to team members or relaying messages and getting feedback from the other team members was not effective and having a breakdown in communication meant that the team were not operating efficiently. Effective communication is needed for being able to make quick decisions (HSE.GOV, 2020).
Having weak communications within a security team can lead on to further problems, with the SCOPE reaching far and wide, not just within the venue and its staff/ customers/stakeholders, but also further afield, for example onto the emergency blue light services having to attend to an incident where their services could have been used elsewhere. The scope effects family and friends and even the venue’s reputation. All this could have been potentially anticipated and resolved pre-incident, only if the security team were able to have an effective communication cycle between the team in the workplace. 
The IMPACT of an insufficient communication cycle creates a weak team (Morgan, 2017) which has an impact on the venue, its staff, and its customers. This has a knock-on ripple effect from within the team with a lack of trust and blaming one another which were keeping the team within the storming stage (Tuckman, 1965). An example of this would be possible, team confusion as the team is not receiving the message which leads on to frustration when attending an incident and not being able to call for any support in the needed time period. Therefore, a team member would need to physically use his hand-held radio which requires him to tune into two frequencies to raise the alarm and it is also harder to receive feedback using hand-held devices due to the noise inside and having to physically intervene in a scenario.
Analyse information on the identified problem, to help inform the decision-making process
In the venue every team member had a radio, however only two out of the five team members had a headset, these being the team-leader/TL and a team member who was also providing security at the rear of the venue and where the smoking area was designated. The two headsets that had been issued were of a poor/mediocre quality and fitting making it difficult for the receiver to hear clearly as the fitting goes around the outside of the ear, instead of inside the ear. The TL who is inside the building and delegates to the team, could only communicate with the other three members (without headsets) by communicating using body language/gestures or being face-to-face as the music is loud inside the venue and visibility is cut short due to darkness, strobe-lights, smoke machines etc.
Having identified the strategic problem within the team, I eventually decided to approach the owner of the venue and offer a solution to the ongoing problem. This was done by using different techniques such as mind-maps, fishbone diagram, and using a grid analysis to find the best solution, to which the end result was the lack of headsets.
Initially I knew the owner was not happy purchasing more headsets, as they kept getting broken, but after all the evidence was shown from the research and analysis that was carried out, the manager became more engaged and willing to purchase newer headsets. I suggested that after an agreement within the team, if I sourced better fitting headsets that were more covert e.g., hidden from view and better quality than the issued D ring Motorola headsets, that I would be solely responsible for equipment care until newer operating procedures were implemented within the team the night of issue; for example, a sign-in/sign-out procedure for equipment that will be implemented within the new standard operating procedures (SOPs).
I also pointed out that with four working headsets between all the security team, that the fifth member of the team could be dropped as there would be improved communication between the team to manage any situations and this would save the manager fifty-one pounds each night, or four hundred and four pounds per month. Having a signing-out procedure for all issued equipment means that whoever does not hand in whatever has been signed out will be billed from that weekend’s wages. I also explained how ineffective the team was due to lack of effective communication since having poor fitting, and not enough headsets for the team, could lead to an increased risk of a complete breakdown in communication within the team.
FISHBONE CHART
To find the root cause of this problem with the aid of a tool I utilized the Fishbone analysis diagram, also known as the Ishikawa Diagram. It is called the Fishbone due to its structural make up of a fish's skeleton. The Fishbone will help with identifying potential issues that could help contribute to the actual root cause of the problem (Wong, 2011). Kaoru Ishikawa was a quality control statistician from Japan who developed the diagram in 1968 (Bero, 2015). 




Using the fish chart above showing 6 elements, each element has a sub element showing different potential causes for a breakdown in communication. 
Propose a range of alternative solutions to the problem
Looking for other options, a plan B for example, requires me to brainstorm as many ideas that are as realistic as possible, including the cost and timeframe. Brainstorming is technique that is used to look for a quantity of ideas, imagining all different possibilities and solutions to help solve a problem. Other techniques that the writer was able to apply was using mind maps (see below), where, again, the mind map helps with planning whilst having a running summary for all options far and wide (UOA.edu. Aus, 2014), by physically writing down all reasons to the current problem in order to give more clarity as to the best direction to go ahead. In 1970 Tony Buzan invented the mind-map a tool that can be utilised to help with ideas in solving a problem (Tony Buzan Learning Center, 2017).

 There were other solutions to this problem, but at a higher cost, such as installing more cameras in and around the venue, where the average cost of four superior quality cameras is around £1099 following research that I carried out online (Griffiths, 2020). On top of this there would be further costs for the installation engineer in setting up the cameras. When speaking to the manager of the venue during our meeting mid-week he said it “was not cost effective enough "for him to proceed forward with this current idea from the evidence that I produced for Hikvision HD-CCTV cameras.
A cost-effective possibility was further in-house training such as learning new team tactics such as new Standard Operating Procedures (SOPs). For example, using further enhanced hand signals that would require the team to send and receive hand gestures for communication due to noise. Noise can be a major contributor effecting the process of having, effective communication, since the noise is disrupting the senders', message getting to the receiver in its original form (Mcquail and Windahl, 1993). However, being able to remember each new hand signal could be an issue while under stress and pressure for some of the team members. It could also be an issue having to get the team together to practice the new communication techniques which would eat into the team members’ personal time. Another problem is in the venue during low visibility, it would be extremely hard for the team members to rely solely on passing hand signals to one another and having truly effective communication.
Other ideas were to purchase stronger pinpoint lasers for all the team members, which in turn would help to give a target indication through the crowd during low visibility. The current issued laser could not penetrate effectively through the smoke, when the smoke machines were activated, thus making visibility come down to one meter, making it impossible to keep a continuous visual contact with the laser and target. 
After having a team de-brief post-incident looking at all the initial alternative solutions the team suggested, that being issued with decent quality headsets would probably be the best resolution to solve the current problem.

Using a decision-making technique, evaluate a range of solutions to identify the most appropriate option 
Having implemented mind maps, brainstorming techniques and a fishbone diagram during the problem-solving stage it was then that I realized that there are many solutions to a breakdown with communication within the team. A technique that can be used to help in determining the best decision in order to get the best outcome is to use a Grid Analysis Chart / Decision Matrix, this visual tool can be used to contrast solutions depending on their weight of importance (Peek 2021). This will include all the different solutions that can be used in order to solve a complexed problem.
The first Grid Analysis Chart (Grid 1) below shows five factors. The factors are cost, and the four communication barriers needed to be overcome; the four communication factors are needed for a successful secured venue. The five factors are rated for their weight of importance, high 5 to low 4. This depends on the importance of the four added solutions, for example lasers or hand signals. Following this, the second grid chart (Grid 2) will use the best choice (headsets) and the various options available which will be given a score of a high 5 to low zero, again reflecting on their importance within the factors. Then whatever the result is of each solution’s importance, then that result is multiplied to the weight to give it a true value. 

FACTORS	COST	EFFECTIVE DURING LOW-VISIBILITY	EFFECTIVE DURING A SMOKE SCREEN	USER-FRIENDLY	COMMUNICATION EFFECTIVNESS	
WEIGHTS	4	5	5	4	5	TOTALS
NEW CAMERAS	1/4	4/20	4/20	3/12	1/5	13/61
HEAD-SETS	4/16	5/25	4/20	4/16	5/25	22/102
LASERS	2/8	5/25	3/15	4/16	2/10	16/64
HAND-SIGNALS	5/20	0/	0/	3/12	3/15	11/47

GRID 1
After carrying out a Grid analysis where the evidence shows the best solution for the problem, this is multiplied with the weight of each factor for a total of all the factors. Adding all the individual weights and the multiplied factors gives the total result for best solution in which headsets have a total score of 102.
Now that the best solution has been found using the chart above, the best solution can now be narrowed down again into further solutions, to end up with the best result for the overall problem, again by carrying out another Grid analysis (Grid 2) on choosing the correct headsets.



Factors	Cost	Covert	Overt	Durability	Sound Quality	
Weight	4	5	2	5	5	TOTALS
D Ring Motorola	5/20	0/	5/10	2/10	2/10	14/50
Kenwood Acoustic Covert Tube	4/16	4/20	2/4	3/15	3/15	16/70
G Shape headsets	5/20	0/	5/10	1/5	2/10	13/45
Bone Conductor earpiece	1/4	4/20	2/4	2/10	5/25	14/63

GRID 2
After conducting a further enhanced Grid Analysis for a true solution (Grid 2), the evidence above proves what solution needs to be implement within the team in order to have effective communication within the workplace. The table above shows that the highest score goes to the Kenwood headsets (score-70), since the Kenwood meet the factors expectations in their individual weights.

COST BENEFIT ANALYSIS
A cost benefit analysis (CBA) is a tool chart is going to be used to look at how the new solution will have a positive impact on cost for the business, from carrying out a cost benefit analysis, where implementing the true solution proves a positive impact on the venue's future financials.

With the results from both the Grid analysis, the evidence shows headsets are the best viable option. Having more headsets will also reduce the workforce from five staff to four staff saving the venue £5304 per annum for the cost of £450 within five years 
For example, each headset is £15 x 4 = £60, plus 2 spare headsets totalling 6 headsets = £90
 1 x antibacterial wipe packet per month £1 x 12 = £12 - £90 + 12 = total cost in year one. £102
Adding all the five years totals together for a cost total of £450. 
There is a potential saving of £26,070 over five years in reducing the workforce by one member. For example, the annual cost of one staff member is £5200 working 5 hours over 104 nights at a cost of £10ph in addition to the average savings of £104 per annum for supplied bottled water then the total saving per annum is £5,304.
Evidence from carrying out the cost benefit analysis shows that there is a large ratio, for example, for every single pound that is spent on the solution, the business is gaining £5, thus saving the venue £5202 per year or £26070 within five years.
Develop a detailed plan for implementing the solution
When the strategic problem was identified within the workplace during an incident, there was a total breakdown in the communication within the team and I realised there needed to be a solution in place in order for the strategic problem to be rectified.
An implementation of a solution to the problem was decided at the end of a Friday night after the incident when the emergency services arrived on scene. A team de-brief was carried out between the stakeholders of the venue and I during the afterhours of the incident happening. I pointed out the breakdown in communication between the team and what effect that has on the team professionally and that a solution is needed to be able to have effective communication.
Once the Mind maps/brainstorming was completed with ideas from the team in what order to complete the task, a Fishbone was carried out looking at all the possibilities that would cause a breakdown in communication and it was evidently shown that not having headsets came up more than any of the other ideas that were being generated and produced.
After the Fishbone was carried out for the potential root causes to the current problem, I established that an insufficient number of headsets were the root cause to the problem. I then had to research further afield for other practical options that could also make communication between the team effective. I also had to consider crucial factors to establish effective communication within the workplace. This was done by carrying out a Grid Analysis (using the ideas from the Fishbone), and then a further Grid Analysis (using the best result from the first Grid Analysis) to obtain the best option. The evidence showed that headsets were the best all round choice scoring highest in all Grid Analysis factors.
I produced enough evidence for a true solution, that needed to be implemented in order for effective communication within the workplace. From the research that I carried out, I delivered my evidence to the manager early midweek after the incident showing all the different solutions and roots causes to the problem, for example, Grid Analysis, cost benefit analysis etc, for an agreement to be made in order to finance the solution to the problem. 
Initially the timeframe from identifying the problem to implementing the headphone solution was going to be within 14 days. Now that the required headsets have been identified, then these will need to be ordered, posted, and collected and then delivered to the security team. Once the team have received their individual headsets, they will all need to carry out a radio check (sending a confirmation message to get re-confirmation feedback between sender and receiver and vice versa (for example a “me to you” - “you to me”) to be sure that all team members have communication between each other, and that their microphones are in working order, i.e., sending and receiving information.
After setting up the ‘signing in’ and ‘signing out’ procedure, the Team Leader/Head-doorman is going to be overseeing this process once all new SOPs have been established within the team, e.g., signing out issued equipment such as hand-held radios and new headsets. This needs to be implemented in order to keep the manager happy as the teams will now have established in-house SOPs and issued equipment care. All of the headsets purchased are user friendly unless you need noise cancellation headsets such as with the 3M, PELTOR (engage.3M.com, 2021) which would require batteries. The team would not need any further training as the headphones are user friendly and all the team members have used headsets in their previous venues. No instructions are needed as it is just plug in–plug out, wipe, and sign back in under the new implementation of SOPs.

PROJECT TRACKER
A project tracker below has been used to identify step by step in how the process of implementing the solution took place in conjunction with the Gantt Chart for a more in-depth look of how the plan was executed

Position	Start-Date	End-Date	Milestone/Activity
1	28/08/2021	28/08/2021	Identified problem, identify stakeholders, team de-brief, ideas from team using brainstorm.	
2	29/08/2021	01/09/2021	With the help of using a Mind map, and analysing all ideas and potential root causes using a Fishbone	
3	28/08/2021	30/08/2021	Contacted Team Leader via phone for other practical solutions'	
4	01/09/2021	02/09/2021	Using tools to find best solutions', using a Grid Analysis x 2 = Headsets, Kenwood	
5	02/09/2021	04/09/2021	Carried out a cost benefit analysis. evidence shows potential future savings in five years of £26,070 or £5,304 per year, with the ratio of £1/£58	
6	04/09/2021	04/09/2021	Contacted manager via phone.	Convened with manager showing solutions and potential future costs.	Convinced manager to purchase headsets x 6.	Confirmed order with manager and team, date of delivery 09/092021.	
7	04/09/2021	06/09/2021	Contacted Team Leader via phone, to produce new SOPs for enforcing equipment care and radio checks within the team. Re-confirmed, due delivery dates (giving feedback to team on group chat).	 
8	05/09/2021	06/09/2021	Re-confirmed order details (feedback to team, on group chat) and via phone to manager.
9	09/09/2021	09/09/2021	Headset delivery. Check all 6 headsets are there. Confirm with manager and team via phone.
10	10/10/2021	11/10/2021	Team issued headsets 10/10/21, radio check to establish they are working. Quick pre-brief on new SOPs.	Monitor and assess how effective the new solution is by getting feedback from the Team Leader.		Effective communication has now been established using the solution that was implemented after applying the use of different tools this was confirmed after carrying out an end of weekend team de-brief. 


The project tracker above shows 10 positions/tasks moving horizontally from 1-10, the start date was the beginning of the task/position, and the end date was the completion of the task/position. Milestone/Activity is what the task was in more detail and in the order of how each sequence followed.

Gantt Chart
A Gantt chart is used as a visual aid a bar chart to help in overseeing a plan for implementing a solution (Herrmann 2007). The chart was developed by Henry Grant and has been used as a project planning management tool (Predoi, 2016) the chart below is a representation of from identifying the problem to the implantation of the true solution. Using the project tracker above for a more detailed step by step. The Gannt chart below shows a depiction of some tasks running parallel with one another (Grant, 2021).
The Gantt Chart in conjunction with the (project tracker) above shows 10 different tasks (under task) that were completed in order of dates from left to right (adjacent task) to carry on with the next step.


Communicate the plan to relevant stakeholder
Once the incident had happened a physical face-to-face de-brief was called so the team could help with the input of what had happened and what could be done to help rectify any current problems. This was done with the help from the venue security team in turn helping with carrying out a brainstorming exercise looking for ideas and solutions. We then needed to communicate the relevant information to the stakeholders and the amount of information (i.e., on a need-to-know basis) after identifying who the relevant stakeholders were in order to produce a communication plan.


The Matrix above shows the influence over interest within the relevant stakeholders
Identifying the relevant stakeholders within a night club was narrowed down to the owner/manager, bar staff, customers, and the venue security. The venue security including the TL are high priority as it is the whole team that needs feedback on how the plan is proceeding. Keeping the team involved with the implementation and keeping an honest communication flow is important, as it is imperative that throughout the planning process, communication between the venue security/team is in constant flow alongside the owner/manager of the venue as the manager has the overall influence being the purchaser of the equipment, owner of the venue and who pays the security teams wages; therefore, keeping the manager satisfied with continuous up-dates of feedback is important.

The other relevant stakeholders have a lower power compared to above, they are the Bar-staff (who are also the cleaners) who have an interest especially as it is their place of work where they would want to feel safe, so keeping them informed on what they need to know is important. The customers have also a low power, however, because the venue needs the customers in order to exist, then they could be informed of anything important through social media via the venue’s social media page. The disc jockey (DJ) was not included in the top tier for a relevant stakeholder due to him not being a resident D.J. The bar staff only need to know relevant information as they do not sign out any of the equipment (however, if necessary for a requirement in the future there are, 2 x spare headsets and one radio can be issued according to SOPs).

Assess appropriate monitoring and review techniques to ensure successful implementation of solution 
 Once the solution has been implemented there will need to a constantly monitor process, making sure that effective communication has been established and is in full working order between the venue security and the manager of the venue.
Below a Gannt chart has been used to access each hour during the weekend of the implementation of the solution. The Gannt chart is broken in over two weekend nights a Friday and Saturday with a start time of 21.45-21.50hrs and an end time of 01.30hrs. The yellow shows the stakeholders having a debrief at the end of each night.
The Gantt chart below shows assorted colours each representing a different procedure that needs to be carried out during that weekend’s new solution. For example, a radio check (in dark grey) will be given to the team and feedback (in blue) will be sent back from the receiver to the sender. Once the sender receives feedback, then the manager will be informed (in orange).
This shows that there will be continuous communication between the security team and the owner of the venue. The owner of the venue has the responsibly to share information on a need-to-know basis to the bar staff or using social media for the customers.

 
The Gannt Chart above shows five tasks that are coloured individually. Each colour showing a different task that is needed to be incorporated in order for effective communication within the workplace.
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