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Description

    In this report will be presented a small business, which offers hairdressing services and the problems, that have occurred within. The salon currently has 4 staff members including manager working full time as a hairdresser and 3 full time employees on rotating shifts covering 7 days a week opening times. The hairdressers have been well established for several years. Customer base has risen by 300% since the last two years. At present the profits and returning customers has fallen significantly in the past months. Staff is unhappy and quality of services is compromised due to lack of rest and pressure to hit daily targets. Holidays for staff members are reduced to minimum as the business grew. Owner’s interest is focused only on reducing expenses, therefore there is no new tools purchased that are needed and no refurbishment in the salon. The goals and priorities are only higher revenue. In the meantime, staff well-being has not been a priority for some time, therefore it becomes difficult to deliver the required standards of customer satisfaction. 




 Impact on the business

    The effects caused by a problem within the company are numerous.  The staff is visibly unhappy and physically unable to deliver the quality, that customers required. Therefore, there is little to no talking with customers and makes them feel uncomfortable while they have the services provided. Work has been rushed to keep with the volume of clients per day. Atmosphere becomes unpleasant for positive conversations and engagement between employee and clients. Productiveness is at its lowest point due to mistakes with appointments. Complains received from unhappy staff, that they have no energy and enough rest. The impact on efficiency could be greater as research shows, that unhappy employees could lead to not achieving task nor motivation or goals at the workplace. (Wilkie, 2017)Customers have reduced, due to lack of quality they receive from the provided services. Following all the mentioned above has caused profit loss in the past months. Staff feels that they are not appreciated for the hard work and they do not have the motivation to give better service. 

  





Identifying the Problem

  As a manager in this company, it has to be looked into depth of what the problem is and how to solve it and make rational decisions to change the way we operate the business and achieve the targeted profits.  As a recent research was conducted for UK employees, over 40% of the related illnesses at the workplace are caused by stress and anxiety in 2019. (Anon., 2020) It is crucial to prioritize the well-being of the employees and their mental health to avoid more damage to the organisation. There are goals sets in this business, that we want to achieve: a good work environment for employees in the organization, high quality services and higher profits. To achieve all the listed above, we will analyse the causes and effects with Fishbone diagram developed by Prof. Kaoru Ishikawa to identify the problems within the company. (Horev, 2010)
Before we start applying the Ishikawa’s method, we can begin asking questions to recognise the problems, before we break it down in detail. Asking structured questions regarding the current effects at work, could help us find the existing problems that we need to solve by writing them down. (Anon., N/A)
 

1. One of the problems discovered is lack of customer satisfaction, by using the Fishbone analysis, we can generate potential solutions based on the causes and effects. As you can see on the diagram in Appendix 1, all the causes and effects lead to compromised customer’s service standards and low-quality results.


2. There are further problems, that have been discovered in terms of revenues of the business. First step to understand the problem was using structured questions, to help us look into depth of the problem and be able to resolve using the checklist to simply apply best suitable solutions. Toyota has developed the 5 Whys technique and implemented different problem-solving methods with it simple and quick. (Team, N/A) Refer to Appendix 3 to view the generated questions. 




Potential solutions 

    As we have already analysed the problems, that this business occurred, it follows to generate options to solve the issues using the Rational Decision-Making Model, which is avoided by most companies as it does not take into consideration other factors and outcomes and concentrates directly onto the problem itself and the facts. (Uzonwanne, 2016) With this model I can propose to invest in purchasing equipment for better quality service. Have daily motivational meetings with the staff, so they can be more enthusiastic and give their best possible work, ask them to talk to customers and smile more. Might have positive effect to give them more days off and be more productive at work. Replace them, if they are not providing quality services. Regarding the second problem that we have discovered, to make more profit- the solution could be to reduce staff’s hours and save costs from there. Or another possibility is to extend opening hours to generate more business. 


  The more Creative Decision I can propose to improve customer satisfaction is to have a meeting with the staff and investigate further of what their needs are and research what would make them motivated and happy to keep working hard towards the company goals. This way the staff will feel more involved in the decision making prosses and more appreciated at the workplace. I can also propose to them options to take more time off and receive bonuses on achieved targets. Clearly in this situation there is lack of staff to cover the workload, therefore it becomes difficult for staff to keep up with the services that are reduced in time by 15 mins. Hiring a receptionist to help with bookings and greet customers will reduce the pressure on the hairstylists. Some of them have children and want to be at home in the weekends with the family, which is not possible at this present time, as there is not enough staff to cover the weekend shifts. Possible solution is to have more flexible shift patterns for those that have family commitments. Hiring two more stylists will help to take some of the workload and cover shifts when needed. To achieve strong team working and happy environment, we can introduce team-building days with fun activities and staff dinners. As (Dutta, N/A) has explained in their article, team-building has a very important purpose and achieves a solid results within a team and makes it very efficient at work. 


   Regarding profits loss is due to, we are not able to accommodate more customers and services become poor. As I have mentioned above, extending opening hours could improve revenue, but there is not enough staff to cover the shifts. The only logical approach is to expand the business, with adding more working stations and hire extra staff. The first month, costs will be covered by servicing more clients every day and from the second month the salon will become more profitable. Investing in high quality tools will improve the quality of services, which will also generate profits in the near future, due to returning customers again. According to Sid Probstein (Probstein, 2019) focusing on retaining customers the business will increase profits, rather then building a new client base. 




Decision Making
   
   After considering all the available options to make changes, as a person of managerial powers, I have made a meeting with the staff. Clearly understood, that we need to hire more people to share workload due to struggling to cover tasks on a daily basis. Employees complained that they work more than they can physically take, and this exhaust them. I have carefully listened and understood their needs of happy work-life balance. As our goal in this situation is to give best possible services and standards, we have to have strong and happy team to encourage them to achieve these goals. I believe, that we have to adapt changes accordingly and hire one more person at this time to take some of the tasks that can not be managed by the staff. As it says in “The Adaptive Decision Maker” (John W. Payne, 1993) we have to be flexible and adapt to situations and solve problems. One more hairdresser might not be enough, taking into consideration finances, if we maintained loyal customers, this could be first step. The well-being of employees is a priority at this moment of time. From the profits, we would invest in quality tools and refurbishment of the salon. Also propose bonuses to higher monthly targets to stimulate and motivate staff to produce them. Include Team- building activities throughout the year. Introduce flexible shift patterns, so everyone can have two weekends off in the month after we have the new member to cover. Have regular meetings to discuss changes, improvements and adapting to the staff needs as much as possible to include them in the process of implementing. With introducing the owner to these meetings, we will encourage every member of the company to propose or share ideas of how to improve quality of services and make the workplace a better environment to be in, including higher profits. 







Implementing the solutions

   As I have prepared a spreadsheet to present to owner, showing that each extra member of staff will make average of 25% higher profit for the company from the second month of employment, decision was accepted.  Understanding the changes that the business needs to adapt to, I will use ADKAR Model in this situation, as it is simple and effective 5 steps. (Hiatt, 2006)

1. Set up a meeting to introduce the new changes including staff and owner of the business to make them aware, that we need these changes. On previous meeting with the staff, we already discussed, that we need more people working to keep up with daily tasks. The need of improving is urgent as we will lose more customers, by not being able to service them or rush the services as it has been done until today.

2. I will explain in detail as of why we need to add more working force, to make the employees job easier and more efficient and the benefits for them to have work-life balance, which they will agree on as mentioned on previous meetings. Explain to the owner of how the quality and profits will improve due expanding the team. 

3. We will add one more working station in the salon, when the shop is not operating, so there won’t be any distributions during working hours. Interview potential candidates, which will be assessed by the senior staff for approval. Change of shifts to improve well-being of the staff to have time for family and friends. Give extra care to customer’s needs, as we will have more time to spend with each customer. We would improve on high quality services to satisfy the clients. 

4. As we have experienced staff working in the salon, the ability to improve customer service exist. I will encourage staff to pay more attention on customer’s needs and give high quality services with the new tools, that we are supplying. 

5. To enforce the positive changes, there will be bonuses available for achieving higher profits. Better work-life balance and less pressure on staff as there will be extra person hired. I will introduce new system in place, giving extra day off for those, that work on bank holidays or any other national holiday worked. To gain all these benefits, staff have to maintain the realistic targets set monthly. 
  



Effect and monitoring 

  If is crucial to maintain a good environment for customers at all times. With extra team member in the salon I will monitor, if there is improvement on keeping up with tasks and giving the expected standards set by the company. If there is positive effect on the quality of work from the employees, there will be rewards. If in any case there is no improvement from member of staff or they do not want to accept the changes placed, I will have to replace them. On the second month, if there is visitable positive results, we will give the option to the team to select additional staff member to improve profits. Monitor customer reviews regularly to improve on the overall satisfaction. Encourage staff to keep up with good work, by adding bonuses on sales, depending on the profits. Continue with regular motivational meetings and listen to staff’s ideas or disagreement to resolve any issues that might arise. 
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Appendix 1Environment
Services
No receptionist to help with queries and bookings 
Employees
Hairdressers are unable to make appointments, clean the salon and service customers in the same time.
The salon needs interior improvements to look welcoming and comfortable
Tools

Some tools not working
Hairdryers, clipper, fans
Old equipment, that need replacing due to bad quality results
Quality of the services is poor, negative feedback from customers
Services provided are rushed
Negative attitude atmosphere at the workplace
Customer dissatisfaction


Fishbone Diagram


Appendix 2
5 Whys 




why


there is low profits?


why


there is no sale of products?



why


has the monthly totals droped drasticaly?


why


there is no returning customer base?


why


we can not hit the daily targets anymore?


