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[bookmark: _Toc81420642]1. Introduction 

The formula used for “continuous improvement” states that for improvement a business needs innovation, incremental and problem solving. (Weiss, 2012). Innovation is big changes to the business objectives or ideas; it is important but not urgent. Incremental is small changes to the business to make it more efficient, once again this is important but not urgent. Both innovation and incremental are proactive methods for continuous improvement. However, problem solving can be big or little changes to the business for it to be efficient, it is both important and urgent, it is a reactive method, when a problem arrives it need to be solved as soon as possible, whether the problem is big or small (Imai, 1986). There are three definitions of problems:
· Strategic problems- These are long term problems; they effect a wide range of areas within the business and can have significant consequences to the efficiency of the business or on the entire business.  
· Operational problems- These are medium to short term problems, they tend to involve the management of relevant resources, this will allow for the achievement towards current objectives. 
· Administrative problems- These are short term problems, they usually have a direct right or wrong answer, they fit around the objectives and procedures of the business. (Hicks, 2013)
The main problem in the security workplace is the covering of multiple sites. The main problem is during the pandemic there was an increase in security staff for full time sites and housing projects, due the closing of pubs and nightclubs, these meant sites that required 24-hour surveillance could be covered day and night, 12-hour shifts being available with time between shifts fitting to current legislation and laws. 
“Workers have the right to 11 hours rest between working days, e.g., if they finish work at 8pm, they shouldn’t start work again until 7am the next day”. (Gov.uk, 2021)
Unfortunately, with the opening of nightclubs, pubs etc where shorter shifts are available, staff shortages are appearing where current staff are leaving full time site and housing projects for shorter repetitive shifts. This leaves remaining staff to become overworked with less time off between shifts or having to stay on for longer shifts before cover can be found, not sticking to the laws and legislation put in place by the Welsh Government. 
[bookmark: _Toc456901517][bookmark: _Toc81420643]2. Complex Problem in the Security Workplace

[bookmark: _Toc81420644]2.1 Scope 

Scope is the definition of the how wide the problem can be become, is it just the administrative area of the business, does it effect production, in the case of security does it lead to a loss of contracts, is efficiency effected? 
The problem stated above in the security industry at the moment with a loss of trained security staff from full time sites, affects not only the sites, the residents of the site, the current (full time) staff to those sites, can lead to a loss of contracts or loss of sites to other security companies, effect the integrity of the company, put pressure on the management team, but also effect the company on a legal basis where employee standards are not being met. This problem is stated as a wide range problem, it can be defined as both a strategical and operational problem. With it being both it makes it urgent as it can have huge impact on the business, the company (its standards and objectives), the contracts held, the employees, and the profit to the business. (Dr Eric Bolland, 2012)

[bookmark: _Toc81420645]2.2 Impact

The employees are affected by not have stated and designated time off with relevant breaks during the shift, they are also working extra for example a single employee working an originally 2-manned site. “The minimum rest period in a 24-hour period should not be less than 11 consecutive hours. In general, workers are entitled to at least 11 hours rest per day, at least one day off each week” (Done, 2018). With staff shortages the remaining staff are not having sufficient time between shifts or working the maximum, this affecting their normal working standards, their enthusiasm for the job. They feel exhausted, rate of sick leave has increased, leading to more staff shortages. Also, it can lead to higher pressure on management staff, with management staff unable to keep up with paperwork as they must also cover sites where employees are not available, and so are working two job roles without sufficient time off. 
The contracted sites and the residents on site are improperly manned, increase of a chance of incidence with local authority involvement. The contracted sites during inspection are showing low standards of care, sites unkept, unclean, paperwork not up-to-date or missing. This impact to the sites can lead to loss of contract or find for the employees, loss of SIA licence for them, a fine for the company. 
The integrity of the company is affected with governing bodies of the contracted sites giving poor feedback, ending the contracts to choose another security company with sufficient staff. This poor feedback affects the image of the business and can also lead to the loss of other contracts, or a reduction in new contracts. This in turn will lead to a loss in profit, where the business will not be efficient or be sustainable. 
Laws and legislations are not being followed correctly, this can lead to a fine of the business, or the business being dissolved. By not following the laws and legislations put in place by the Welsh Government, its stated as malpractice. 

[bookmark: _Toc81420646]2.3 Who is the owner of the problem?

The owner of the problem is down to the management team of the business to ensure there is sufficient staff to each site, with the staff at each site having sufficient time between each 12-hour shift for rest with a at least a day off each week. The management also must ensure that if there are staff shortages that they themselves are taking on the responsibility of covering the sites and advertising employment opportunities with the business to increase staff numbers. They need to ensure that they are employing the maximum number of staff to cover the sites and ensure that each member of staff is having the legally required period of rest, this also includes ensuring that staff to sites are fully trained, with outlined roles and objectives of what the job entails. 

[bookmark: _Toc81420647]2.4 Why is a solution needed?

A solution is needed urgently to protect the integrity of the business is being protected, that the employees’ needs are being met, to meet the companies’ objectives and standards. Also, a solution is needed to ensure that all laws and regulations of the protection of vulnerable adults is being met, as several the contracted sites are under government contract, designed for the homing of vulnerable adults; homeless, those recovering from addiction, those protected from abuse, in temporary housing to personal difficulties. 
[bookmark: _Toc81420648]3. Analyse information on the identified problem, to help inform the decision-making process

[bookmark: _Toc81420649]3.1 What has caused the problem?

One of the main causes of the issue is economic change, with the Covid-19 pandemic there was little option of jobs for security personnel, with the closure of venues, security staff found full time work on specific sites, sites that required 24-hour surveillance. This gave security personnel full time work, steady pay over a period of job uncertainty, with the re-opening of venues, they could then take work with less hours, less responsibility and more easily available, to a time that suited then, e.g., nights instead of days and vice versa. With this from the beginning of the pandemic there was an increase in security personnel to the business, where that is now decreasing as they are leaving to their previous employment. 
Another issue is the length of the hours in which security personnel are required to work at these sites, 12-hour shifts, having multiple sites that are required and the need to work both days and nights depending on shift availability, gave them very little social hours and required them to be flexible. In many cases this led to little time for social activities, family lives and other engagements outside of work, added with the responsibilities of paperwork and the behaviour of the residents, this made it a difficult work environment from those coming in from venues. So, when the venues reopened, they chose to leave. 

[bookmark: _Toc81420650]3.2 The 5 Why’s 

What is the issue – Higher number of Security staff leaving the company, not enough staff to cover the sites. 
Why 1 – Why are the security staff leaving?
Why 2 – Why is there limited number of new security staff coming in?
Why 3 – Why are the sites difficult?
Why 4 – Why is there an increase in the number of remaining security staff calling in sick?
Why 5 – Why are they choosing venues of 24-hour sites?
[bookmark: _Toc81420651]3.3 The root cause analysis 
[image: ]
There are several root causes for the issue of reduced number of staff to cover the sites, above is a cause-and-effect diagram stating why there are limited number of staff.

[bookmark: _Toc81420652]3.4 Mind mapping 
[image: ]
[bookmark: _Toc81420653]3.5 Brainstorming 
[image: ]
(Wilson, 2013)
[bookmark: _Toc81420654]4. Propose a range of alternative solutions to the problem

[bookmark: _Toc81420655]4.1 Solution 1: Hire and fire 

One solution is to increase the advertisement of security staff needed by the company, this would involve posting on several platforms and researching other competitors to offer a better rate of pay. Increasing the number of new staff, and ensuring they are trained appropriately that fits the need of the sites. Also, by removing member of staff from site that are having increased number of sicknesses, where they are not showing a good work ethic, or having them work only specific sites on specific shifts to see if this would affect the number of sick days. 
Usually with staff changes there is a change in work ethic amongst current staff, where they will either thrive or show their weaknesses, this will then become a less urgent problem and then small adjustments can be made. In this way sites will be covered, with the main issues to staff shortages being more evident. 

[bookmark: _Toc81420656]4.2 Solution 2: Decrease work hours 

By decreasing the work hours from 12 hours to 6 hours, splitting the shifts, current staff can have choice of night and days, with the option of split shifts. Also, by shortening the shifts staff don’t feel as under pressure or worn down, with is better for their mental health, and may even decrease the number of sick days. Shorter shifts would even mean that there is no need for staff breaks, there is also time for family/ social engagements, time for secondary jobs or education. This also increases the number of hours staff would have between shifts to allow for sufficient rest, sticking to the laws and legislations put in place by the Welsh Government. 

[bookmark: _Toc81420657]4.3 Solution 3: Set staff to set sites 

By having Set Staff to Set sites this allows the staff to know where they are going have transport put in place to and from the site. The staff will also have familiarity with the residents on the site, this professional relationship will allow for a case of less incidents at the sites and less need for local authority involvement. The staff knowing the sites as well will develop a routine, making is possible for training of the new staff to the site. A set routine increases work ethic, knowing what to expect, how situations should be handled, relieves stress from the workday. Another way in which this solution works, is that if a member of staff is struggling at a site, they can be moved to another site more fitting to them, matching the security guard to the need of the site and the requirement of skills to fit the residents. 

[bookmark: _Toc81420658]4.4 Solution 4: Definition of day and night shifts

Separation of the night and day staff, instead of members of staff switching between working nights and days, they can have preference to their sleeping pattern. For those capable of working early till late and vice versa, they will be put on a work pattern more suitable to them. Having a set work pattern helps with stress, routine, mental health, and work ethic. The continuous switching between night and day work patterns, especially on long shifts such as 12-hour shifts can make it difficult for staff and they do start looking for other options of employment more suitable to them, and their level of flexibility. Also, this would decrease the number of sick days or times where member of staff has been late to work, with current staff on site having to stay on longer till the next security guard is able to get in or having to find cover from other sites until the next security guard is able to make it to site. 

[bookmark: _Toc81420659]4.5 Solution 5: Transport

By offering transport to members of staff, this way it can be assured that members of staff are making it to site on time, also it relieves the stress of travel from the day, having to ensure they have transport or find money from their wages to afford transport cost. Transport is also needed between sites in time of emergency, where in the case of an incident of member of security staff may need a secondary security guard to de-escalate a situation or make contact to local authority if needed. 

[bookmark: _Toc81420660]4.6 Obstacles and barriers

One of the main obstacles is cost to the company, with shortage in staff there is an increase in the amount of tax to pay to the staff working more hours. Cost for the solutions as well, in the case of offering transport, how much will transport cost, how much of a distance from the sites is the security guard, how much will it cost in transport each week, how many shifts does this security guard work each week. Cost is also important when being in new members of security staff, how much will it be advertising for new security guards, where in the budget will the cost of advertising come from? These are important expenditures to be considered in each solution. 
Barriers to the solution as well is the staff themselves, will they be happy with any of the solutions offered to them, or will this encourage the remaining staff to also leave the company. Members of staff may not want to decrease their shifts or have changes to the sites or may even be happy working multiple sites instead of being placed at one site. Another barrier is the laws and legislations around working hours, it must ensure that the number of hours and the rate of pay is suitable for a living whilst also have set number of hours between shifts to allow for all members of staff to have a suitable rest. 
[bookmark: _Toc81420661]5. Using a decision-making technique, evaluate a range of solutions to identify the most appropriate option

[bookmark: _Toc81420662]5.1 Evaluation of solution 1 

To hire more staff increases issues of having to train and prepare the new staff to the sites, being reliant on current staff and management to have them trained which can be pressurising to current security guards on top of their current duties on shift. There is also a cost to advertisement for job availability in the company, and time for management to conduct interviews, the cost of background checks ensuring they have a CRB check when working with vulnerable adults, and a current in date SIA license with no criminal record that can affect their application. Another issue is with changes to the security guard team, by adding newer or less experienced members it can make an effect to the team, causing disruptions to other security guards working pattern, or by making the team less strong, every time a new member is added the team will change, this could be for the worst, changing work ethic, increased sick days. 

[bookmark: _Toc81420663]5.2 Evaluation of solution 2 

By decreasing the work hours so instead of 12-hour shifts, switched to 6- hour shifts, it may not be sufficient for current security guards who are comfortable working long hours, or set days/ nights. They may have issues with transport, having transport at beginning and end of day but struggling with transport in the middle of the day if they do not have their own transport. Security staff may also not see benefit and consider it a loss in hours and to which a loss in wages. Also, by having shorter shifts, more staff are required for handover, means a handover is required in the middle of the working shift, an increase in staff to cover 4 shifts in a 24-hour period, instead of 2 staff in a 24-hour period. It would be beneficial for security staff with secondary jobs, in education, or with family commitments, this short shift would be tailored to them and would encourage them to stay rather then take shorter shifts at venues. Although by having shorter shifts it does allow for more availability of shifts for current staff who do want more flexible shifts, by making the shifts more flexible than the security guards have a greater choice of shifts, when to work, give them a greater job satisfaction. 
[bookmark: _Toc81420664]5.3 Evaluation of solution 3 

Having set staff to set sites can be beneficial, staff will know the residents, know what to expect, know the routine they will feel more comfortable. Now staff are only aware of the site in which they are working the day before there shift is to begin, from there they must plan their own transport, if they are not aware of the site they must arrive early for full handover of the residents, the layout and routine of the site. An issue with set staff to set sites is that security guards may have an incident at a site the previous day and not wish to attend that site again and be unable to move sites, which may cause them to call in sick, lead to poor job satisfaction, lower work ethic. 

[bookmark: _Toc81420665]5.4 Evaluation of solution 4 

Having a definition of day and night staff although beneficial to security guards being able to set sleeping patterns, work rest patterns and work patterns, there is always an issue of changes in circumstances. Change in circumstance could be a change in a person’s personal life to mean that can no longer work that pattern, someone working nights and taken up education so would prefer to move to days, but there is no availability on days, and so their education and sleep pattern suffers, work ethic suffers, sick days increase, punctuality decreases; they start increasingly becoming later to work, missing shifts, oversleeping. 

[bookmark: _Toc81420666]5.5 Evaluation of solution 5

Transport being provided to the security guards can be both beneficial to covering the sites and ensuring staff are punctual, but also come at a cost to the company. It’s important to work out cost of the transportation for each member of staff that requires it, compared to their working pattern. For example, it would not be cost effective to provide transport to a security guard working 2/3 days a week and lives more then 10miles away or provide extra money for train fares. If a train per week is costing £150 but the security guard is only able to work 2/3 nights a week but not full shifts to be able to make their transport, it would not be cost effective. 
[bookmark: _Toc81420667]5.6 Ranking of solutions: Grid analysis 

[image: ]
From the grid analysis above having set staff to days and nights, is the best solution, with little effect to cost, fits with the laws and legislations, sites are safe and secure, with set 12-hour shifts available. Although scoring low on staff satisfaction it still is considered the best option for the company. 

[bookmark: _Toc81420668]5.7 Ranking of solutions: Cost benefit analysis 

Estimating that the price of fuel is 117.0p per litre, which is £5 to the gallon. If they are being paid 40p per mile and travelling 15 miles to work and 15 miles home. Fuel cost per security guard per day would be £12 per day. If a security guard works 5 days a week for 4 weeks fuel cost would be £240 per month. If the company has 6 security guards that drive, the cost would be £1440 per month for all 6 guards. 
Monthly train ticket from the valleys to Newport £198.0 if 5 security guards travel along that route over the period of a month the cost would be £990 per month. 
[image: ]
This cost analysis shows that it would not be beneficial to the company to pay for transport for the security staff to attend work, they need to ensure that they have their own transportation and are attending their shifts to be able to afford their own transport. However, compared to the profit made from the contact, the benefit analysis shows. 
[image: ]
Benefit to cost ratio = total benefits/ total costs = £76,000/£17840 = 4.3:1 
Net monthly benefit = monthly benefit – monthly cost = £9500 – £2230 = £7270
Total monthly benefit = total benefits – total costs / 8 = £76000 – £17840 / 8 = £7270
[bookmark: _Toc81420669]6. Develop a detailed plan for implementing the solution

[bookmark: _Toc81420670]6.1 Objectives 

· Ensure sites are covered 
· Ensure staff job satisfaction 
· Ensure cost and expenditure are low 
· Ensure low number of incidents 
· Ensure all staff are correctly trained to the sites 
· Ensure there is a low number of sick days 
· Ensure are having appropriate rest between shifts with rest 

[bookmark: _Toc81420671]6.2 Tasks and deadlines 
[image: ]

[bookmark: _Toc81420672]6.3 Progress charts
[image: ]
[bookmark: _Toc81420673]6.4 Gnatt Chart  
[image: ]
(Wallace Clark, 1922)
[bookmark: _Toc81420674]7. Communicate the plan to relevant stakeholders

[bookmark: _Toc81420675]7.1 Who are the stakeholders?

The stakeholders in the company are the one who have the most to lose if the company were to struggle. With the loss of sites, there would be a loss of hours to the employees including management, this includes the security guards, having an affect on their wages and to their families. There would also be an affect to the residents on the sites, not having a consistent security company for their protection, for the social officers to the site that support the residents, to local authority where they would have little report in the case of incidents and support in the event of an incident. (Archie B. Carroll, 2014)

[bookmark: _Toc81420676]7.2 What are the stakeholders’ expectations of the security company?

The stakeholders have expectation of having fully train security that work consistent hours, hour that are available with living wage. The company must ensure that all security guards are fully trained and checked, that the company are supporting their rights and ensuring they are getting sufficient rest between shifts. That the company not only has outlined but are aiming to support their set out objectives. 

[bookmark: _Toc81420677]7.3 Effective communication with stakeholders 

It is important to always have communication with the stakeholders. With the employees there is always direct communication between management and employees via mobile communication, whether text, or using relevant apps such as WhatsApp. Management and administration also maintain communication with site owners and site contracts, in this case the local county council, with weekly updates and reports with list of residents, daily changes to resident’s situations, emails with updates to changes to the site and site directives. The social workers are communicated with Monday to Friday, their usual working pattern, by the security guards to ensure that residents on that site are following rules and guidelines set in place for their housing with local county council. 
[image: ]

[bookmark: _Toc81420678]8. Assess appropriate monitoring and review techniques to ensure successful implementation of solution 

[bookmark: _Toc81420679]8.1 Monitoring and review techniques 

There are many different forms of monitoring and review techniques, in the security company it is mostly monitored and reviewed via the management from feedback from the security guards and during inspections. Security guards will check in whilst on site every hour to ensure that the site is running correctly that other member of staff have made it to site, that outside sources are on site; inspectors, representatives from the county council, support workers, new residents, evictions on old residents, local authority have been reported to site. In the case of solving problems security guards will report back to staffing difficulties, and managers will adjust to support the security guards regular working pattern, covering sites, finding cover, etc. 
The most important method is progress reports and monthly reports accepted from each site, this way it is easy to define which member of staff has been to which site at what time. In this case it is then able to outline whether a member of staff is working more, has covered shifts compared to the rota, here sick leave can be reported. This can then be charted on the number of hours each security guard has worked and trends defined and spotted quickly over the month, from here adjustments can be made. 
Progress appraisals are then used 3 monthly to get one to one feedback from staff, outline where staff are doing well and where improvements can be made. The feedback can then be used to improve or make changes to the functioning of the company, this feedback is documented straight to the management. (Dietrich, 2014)
	
[bookmark: _Toc81420680]8.2 Communication plan linked with monitoring 
[image: ]
[bookmark: _Toc456901523]
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Factors:

Weight:

Hire and fire 3 9 0 0 3 15 1 2 2 2 9 28

Decrease Hours 3 9 2 8 2 10 2 4 0 0 9 31

Set staff to set sites 3 9 1 4 2 10 3 6 2 2 11 31

Days/ Nights 3 9 1 4 3 15 2 4 1 1 10 33

Transport 0 0 3 12 2 10 2 4 3 3 10 29
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Total Cost

Fuel costs (30 miles) 1440 1440 1440 1440 1440 1440 1440 1440 11520

Train costs  990 990 990 990 990 990 990 990 7920

Multibuy ticket savings 200 200 200 200 200 200 200 200 1600

Total Cost 2230 2230 2230 2230 2230 2230 2230 2230 17840

7 8

Months
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Total

1 2 3 4 5 6 7 8

Money from site 

contracts 9,000 9,000 9,000 9,000 9,000 9,000 9,000 9,000 72,000

Money saved tax 

return 300 300 300 300 300 300 300 300 2400

Money saved from 

None incidents 200 200 200 200 200 200 200 200 1600

Total 9,500 9,500 9,500 9,500 9,500 9,500 9,500 9,500 76,000

Months
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Task Possible start Length  Type Dependant on

1. Ask staff travel 

situations week 1  3 weeks  sequential 1

2. Find preferred 

working pattern  week 2  4 weeks  paralle  1

3. Research train 

costs  week 2  4 weeks  sequential 1

4. Research fuel 

costs  week 2  4 weeks  sequential 1

5. Calculate train 

cost per staff  week 2  1 week  sequential 3

6. Work out fuel cost 

per person  week 2  1 week  sequential 4

7. Design day rota 

for all sites  week 3 1 week  sequential 2

8. Design night rota 

for all sites  week 3  1 week  sequential 2

9. List new/ 

upcoming staff  1 week  4 weeks  paralle  2

10. Check SIA license 

and DBS check for all 

staff 1 week  4 weeks  paralle  9

Tasks and deadlines
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Task Week 1  Week 2 Week 3  Week 4  Week 5  Week 6 

1. Ask staff travel situations

2. Find preferred working pattern 

3. Research train costs 

4. Research fuel costs 

5. Calculate train cost per staff 

6. Work out fuel cost per person 

7. Design day rota for all sites 

8. Design night rota for all sites 

9. List new/ upcoming staff 

10. Check SIA license and DBS check 

for all staff

Progress chart 
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Teams  Task Week 1  Week 2 Week 3  Week 4  Week 5  Week 6 

Administration  1. Ask staff travel situations

12. Find preferred working pattern 

23. Research train costs 

Management  4. Research fuel costs 

15. Calculate train cost per staff 

26. Work out fuel cost per person 

37. Design day rota for all sites 

Supervisors  8. Design night rota for all sites 

19. List new/ upcoming staff 

2

10. Check SIA license and DBS check 

for all staff

Team Progress chart 
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Delivered information Recipient  Method  Schedule  Who's responsible 

Rota employees sign in system  Weekly administration

Resident weekly progress county council  scanned document Weekly manager 

Resident daily progress Support worker  documented  Daily  security guard

Resident daily progress manager  documented  Daily  security guard

Wages slip  employees email  Bi-weekly administration 

Incident Report  manager  documented  When required security guard

Incident Report  county council  documented  When required manager 
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Solution monitoring Delivered by Recorded by  Time period  Delivered to Method of delivery 

Progess reports  Security guard  Administration daily/ weekly 

County council/ 

Support officer  Scanned documents 

Performance 

appraisals  Security guard  Manager  3 monthly 

Higher 

management  Face-to-Face 

Monthly report Manger  Administration  monthly 

County council/ 

Support officer  Email 

Trend charts  Administration  Adminitration  monthly  Manager  Email 

One to One  All staff  Manager  When needed 

Higher 

Managerment/ SIA 

Licensing  Face-to-Face 

Formal meeting  All staff  Manager  When needed 

Higher 

Management  Face-to-Face 


