[bookmark: _Hlk38302963]
Problem Solving and Decision Making:

[image: ]

Author: Elisabeta-Tabita Bechian
Student Number: 1818414
Name of the Lecturer: Yajesh Kumar
Module: BMSW4004 
Name of the University: University of Wales Trinity Saint David


Introduction

Since September 2019 I have started to work for Chelmscare Ltd. situated in Borehamwood, Hertfordshire, a domiciliary care provider.  The company is relatively new, according to Chelmscare Overview Companies House website (2016) it started being active since 20th of April 2016 and is a Private limited Type of company which offers Social work activities without accommodation for the elderly and disabled.
Chelmscare is still in development but expanding quickly as the staff multiplies. As a company that has only began, the directors have to be able to keep staff and clients satisfied in order to continue being part of this project.
In this report I will analyse some of the problems that they are or might be dealing with and present some possible solutions based on what I have learned in this module for the past ten weeks.







The directors are Graziella Kontkowsky, who’s been appointed in 2018, and Christopher Tranquille since 2016. The company is constituted by seven employees that work in the office mostly from eight a.m. until five p.m. and circa fifty-five carers that provide professional care to the ninety-one clients that benefit from those services.





A few weeks after I started to work for Chelmscare in September 2019, I' noticed that many people were not completely satisfied with the company management, both the clients and carers as well. According to Tim Hicks (2018), director of the Master’s degree program in Conflict and Dispute Resolution at the University of Oregon, there are seven-steps for an effective problem-solving process and the first one is to identify the issue so I have decided to talk to some of the carers, some clients and interview Dr. Christopher T. in order to identify the estate of the organization.
 The carers revealed that they are under stress, working long hours and upset with the irregularity of the rota to the point that many were quitting after only a few weeks. The clients were discontent with the fact that they receive constantly new carers, that are untrained, unprepared and do not come at the time they agreed with the office. They said the situation was frustrated and decided to look for other companies that provide domiciliary care. 


On the interview with Dr. Tranquille we discussed his personal and professional view regarding the general status of the company.  He is of opinion that care field is always lacking personal since it is a job that not many people can do so there is not much, he can do about the fact that there are few carers that get employed and actually stay. In this particular case, the identification of the problem was quite easy and the matter didn’t require more investigations for the time being. In order to better visualize this situation and come to the root of the problem I have done a Fishbone Diagram, a Mind-Mapping and a SWOT Analysis which I added in the next pages. 

Office:
-not enough carers to cover the shifts
-

Rota related:
-not reliable 
-constant change
-different times than agreed




Dissatisfaction 
Reasons for stress and dissatisfaction


Carers:
-constant rota changes
-not paid enough
-stressed
-long hours shifts
-not enough training
Clients:
-constant new carers
-not on time or to early
-carers always in a rush
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In this particular case, the identification of the problem was quite easy and the matter didn’t require more investigations for the time being. The main problems I succeeded to identify were the instability and constant change of the rota and a big employee turnover rate. 
The rota at Chelmscare is made mainly by one employee whose main duty is to plan and send out the rota to carers via app and to clients via email. By talking to what I call the “rota girl”, I found out that she had no previous experience in the domain and that she not only wasn’t doing this job for long but also, she hasn’t met most of the clients. According to Oremule (2016), the ideal rota should be flexible appropriately staffed and planned well in advance. By sending the carers to people they have never been, it created a tense situation for both carers and clients. There are many solutions that could have been implemented to solve this matter such as send the “rota girl” to all the clients to get to know them better and make a list of all what they expect from the company , but the truth is that she resign, due to much stress, before we could do anything about the matter. Her replacement ended up to be a much more qualified “rota girl” and things began to sooth. She had previous experience with making the rota and after a few weeks from her arrival in the company, the rota stopped changing every five minutes, the clients would now have fix carers coming to them at reasonable times. By speaking to both carers and clients again and analysing the situation I have come to the conclusion that by putting in charge a person with experience, the problem got solved.
Regarding the other problem, the employee turnover is a far more complex situation which affects many businesses but specially the health and social care sector. 
According to Mai Bulman (2017), nearly half of care workers leave the job within a year, making it very difficult to fill in the free posts that result resulting in stressful situation for those who remain. Concerns were also raised over the lack of training provided to care workers, with the report finding nearly one in four (24 per cent) administer medication they are not trained to do, and 27 per cent had no dementia training. 
Trained, experienced and successful carers are hard to find, so Chelmscare invested in the training of new staff. The training covers in three days most of the essential information that  
someone needs in order to start the job, but after those three days, the carer must start shadowing for a couple of days and then he/she must be ready to “jump right into it”. The problem then is that, by doing that, the company puts a certain pressure on the newly carers that not all of them can handle, resulting in a resign.
Depending on the advantages and salary that a company offers, advertising can bring candidates but not necessarily convince them to stay. Lack of communication between the office staff also makes for a bad combination. When the carers have to repeat three times to three different office staff members that he wants the weekend off and, in the end, they still give him calls he has to attend, can result in a very frustrating situation. As a solution to ameliorate the circumstances, we had a staff meeting where we could all open up ad speak about concerns, complains and others. The reliability and communication issues have been brought into the conversation and as a result, the now communicate via messages much more. At the same time the staff office asked the carers to be understanding, the situation being hard to deal with for themselves to. They have to make things work with staff shortage and limited resources, which is not an easy task to do. 
Solutions to the staff shortage and employee turnover:
-company cars for those who have driving licence but don’t possess a car and help those who don’t have but want a driving licence to acquire one (some kind of founds)
-small salary raise after 3 months, 9 months, and a more considerable yearly raise.
-two shifts: 6:30a.m. till 14p.m and 14p.m till 22p.m to avoid long shifts for full time employees
-shadowing to every client then assess the situation 
-better millage pays
-find a method to communicate and put together all what was agreed between all three parties and make it accessible for all. 

 After sharing this information with my manager, she decided to implement most of the possible solutions I presented and we are monitoring still the results. It is too soon to review any changes, but we are already receiving positive feedback from clients and care givers. 
The following Plus Minus Interests Analysis will help see clearer if the given solutions might work or not. 


	P
	M
	I

	Carers and clients satisfied
	Expensive 
	Will take time to achieve the goals

	More carers
	

	Keep staff for longer
	

	Improve reputation
	

	Carers more competent
	

	Company Growth
	


  


In conclusion, although the presented solutions might be costly, in the long run will have excellent results bringing the company to expand and with a nationwide reputation as being a company that values its employees. Chelmscare has the potential of becoming a great care giver company and a great help for the society. 
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PESTLE ANALYSIS of Chelmscare Ltd.


Political 
Wage legislation -  payment of minimum wage and overtime    
 Industrial safety regulations in the Healthcare sector (Office)
Legal framework for contract enforcement -respect the clauses in the contract!              


Economic                        
 Crisis Situations (Covid-19)
 Economic growth/decrease rate     
Labor costs and productivity in the curent economy          


Social                  
 Culture (gender roles, social norms etc.) 
Demographics and skill level of the population/care givers
Leisure interests


Technological             
Technology's impact on product offering- exmple: real time Rota update  
Rate of technological diffusion 


Legal 
Discrimination laws-equality and human rights 
Health and safety laws-carers only insured if they have uniform and badge on
Data Protection


Enviromental  
Recycling



Staff on field


bad payment


Office Staff


not enough carers to cover the shifts


Others


Rota not reliable 


Clients


constant new carers


not enough travel time


Early start-late finish


rota constant changes





not enough training





-not on time or to early


-carers always in a rush


-constant change


-different times than agreed



SWOT ANALYSIS





Strenghts
good carers
flexible







Weakneses
are not reliabel
lack of communication
not enough carers
carers without experience or training




Oportunities
big demand due to dermografic factors
expand oportunities


Treaths
clients leave the company 
carers leaave the company
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