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[bookmark: _wwgcnzs76m0t]Introduction 

The process of detecting a problem, coming up with potential solutions and taking the right action is known as problem-solving. Being able to solve difficulties is a fundamental life skill that is necessary for daily living at home, school, and work. Every day we fix issues without actually giving them any thought. Solving problems is essential to a business's success in the current, rapidly changing global economy.  
Employees can utilise problem-solving to come up with useful and original solutions as well as to demonstrate their independence and initiative to employers. Management and organisations work hard to create a productive and sustainable workplace environment for both employers and employees. 
Several internal and external factors are having both positive and negative effects on management as a result of the quick shift in managing behavior. Working as a team, having discussions as a group, doing analyses, etc. are some fundamental concepts for solving problems. 
This assignment's objective is to highlight a current problem occurring in my workplace. I will suggest a decision-making approach for efficient organisational performance. Consequently, alternative methods of decision-making will also be examined in order to address management-related issues. 


Define a complex problem in the workplace, including its scope and impact

At the moment, we are facing a problem with the glass collectors at the Swansea Dockers club. They lack the motivation that’s needed in order to do this job effectively. It is a very busy environment at times and a glass collector's role is extremely important. A glass collector's role is to ensure stock and clean glasses are frequently replenished.
Recently, the bar staff is finding that they have to ask for stock and glasses to be refilled more regularly now even at times when it is not that busy for them to have to ask. The bar staff has also noticed that empty glasses and bottles are being left out on tables for long periods of time. Additionally, glass collectors, on several occasions, have disappeared from the bar for periods of time long enough for other staff to notice. The glass collectors, at times, do their job at a rather slow pace. It appears that they do this in order to “look busy” when in fact, they’re not. Half of the time there are so many things full of clean glasses at the end of the night that should have gone out but are evidently left to the staff on shift next to put away.
The scope of this problem reaches further than you might think. Here I will list who is affected and how;
· Bar Staff 
This problem massively affects the bar staff. When the glass collectors do not do their job it has a ripple effect on the bar staff. They will in fact pick up the workload. This problem takes them away from the bar. They are around to get the stock they need or the glasses they need to serve. They have to prompt glasses collectors to collect glass or to refill stock and replenish glasses. They have to deal with complaints from staff and committee members. 
· Management 
This problem affects Management as they have to deal with staff and customer complaints. It adds stress to an already stressful job for them. They will also pick up their slack from the glass collectors. 
· Committee Members
Again, committee members will deal with customers' complaints. They will collect glasses that have been on the table for a long time. 
· Customers 
Customers have brought glasses up to the bar as the table they’re sitting at is full of empty glasses. When the bar staff is away getting items that they need, customers, as a result, will have to wait longer than they would.
The impact of this problem could be quite grave if glass collectors do not do their job efficiently. At the forefront of this problem are the customers. If customers keep coming to our establishment and receive the same experience, they will get tired of having to wait long periods of time for a drink. Or having to worry that the table is getting too full to the point that they have to take the glasses back themselves. This could lead them to find a new club to attend. Thus, the business and all included will be affected as we will lose customers. That will lead to a loss in profit for the business. The Brewery will also lose profit as there will be a significant reduction in the stock that we order from them. There would be fewer shifts available for staff, even job losses as the demand is not there. Management will pick up the shifts as they’re already there and the business will try and save money by cutting staff. Sadly, this could cause the club to actually close due to the rise in energy prices. They will simply not be able to keep up with the bills if the club is not making the money. A big part of our customer base is elderly and sometimes visiting the club is the only time they socialise. If the club were to close this could have a negative effect on their mental health.   
This is a very time-sensitive problem as we have a concert hall that every weekend is booked for parties. Additionally, the Christmas period fastly approaching and we will become even busier. The steward and manager will be in charge of this problem and will both monitor this.  
  
 
[bookmark: _1fob9te]Analyse information on the identified problem, to help inform the decision-making process

Below you will find the techniques I have used as a tool to help me with my decision-making. I have used the Fish Bone, Brainstorming, and the 5 Whys techniques to gather information and propose several reasons as to why this problem may be occurring. 
As you can from the results of each technique, usage of mobile phones is a recurring theme in Fishbone, Brainstorming, and 5 Whys. In my opinion, mobile phones are a separate problem altogether. Even though it is appearing as a regular answer to the problem, there are still many other factors that contribute regardless of Glass Collectors using their phones. 
 From the information I have gathered, I can now come up with possible solutions to solve the problem.  
 Motivation with glass collectors


 
Lazy Workers 
Equipment 
Environment 
Workload 

People

Glass washer
Takes a long time 
Baskets
Need more/Broken 
Fans
Not Drying Quck enough
Trays
Glasses
Need more
Bar staff could help 
Busy
Big rooms to cover
Glass washing area 
Too small
Warm 
Longer to dry 
High demand for glasses at bus times 
To much for individual work
Expected to do too much
Distracted 
Always on phones
Disappearing for long periods of time
Staff morale 
Slow
Attitude 



Motivation with Glass Collectors 
Lazy workers 
Busy environment 
Phones
Young
Equipment
Large rooms
Careless 
Slow
No teamwork

Heavy workload

Distracted
Tension within team



 				
Lazy Glass Collectors 
Distracted 

Always on phone

Lack Motivation


Heavy Workload 
Busy Environment  

[bookmark: _7lit0nf6v3wz]
[bookmark: _4o1vud3rj4j7]
[bookmark: _wmsm8822v7sp]Propose a range of alternative solutions to the problem

It was discovered using the techniques analysis that there was a significant connection between several aspects such as mobile phones, teamwork, and team morale. When teamwork and team morale break down, it changes the company's structure. Thus leaving animosity within the team. The team picks up the attitude of “well if they’re not doing it, why should I” mentality and that is detrimental to the running of the bar at busy times. In regards to the use of mobile phones, it’s clear that phones are being used as a distraction from the work they need to complete. 
Following what is mentioned above, ultimately, the problem still remains with the Glass Collectors. If the Glass Collectors did their job to the best of their ability, Bar Staff wouldn't feel annoyed at them, that would boost teamwork and even boost team morale as Bar Staff would feel that they would want to help the Glass Collectors at busy times. I know this already happens with certain bar staff at present. 
When dealing with the problem regarding the Glass Collectors and their lack of motivation relating to their job, I had to decide on possible solutions. The solutions that I have come up with are as follows;
· Training - This would provide glass collects a refresher on what's expected of them
· Informal Chat - Is a non-formal chat Between management and employee
· Formal Disciplinary - A formal chat, presenting evidence for the misconduct 
· Fewer Hours - Given them fewer hours/not allowing them to work at busy times
· Exit - Ending the employment
· Do Nothing - Leave the situation as it is and see how it unfolds 
From the first look at the list of possible solutions, I have my reservations about the options to “Exit” and “Do Nothing”. I feel that these options are the least proactive solution. However, without completing even more research using Decision Making Techniques, it is possible that these options may be the best possible outcome. You will see further Analysed results below.   

[bookmark: _2et92p0]Using a decision-making technique, evaluate a range of solutions to identify the most appropriate option

I have chosen to use Grid analysis as my decision-making technique. When there are many good Factors and important Weights to consider, it will prove to be an effective technique to use to make a decision on potential solutions. 
I first listed my factors, which are the potential solutions I have. The second list I created was the weights. These are things that are important when considering which solution is best.
I then went on to decide how high I scored for each factor. For instance, training was scored at a 2 because it will not cost me a lot of money. I also scored training at a 5 for team morale as training should be beneficial to the team, boosting team morale. 
From the grid below, you can see there is not much difference between the top three solutions. Informal Chat was scored at 17 with Formal Disciplinary close behind at 16. Do Nothing came out as the best solution with a score of 18.

Be that as it may, when I added in the importance of the weights, there was somewhat of a change in the results. To gain the totals I have in red I multiplied the numbers in the grid by the scores of the weights. To give an example, in regards to time, I scored a 4 for its weight. 2 x 4 = 8 is the calculation. I did this for each and then added them together to achieve my new totals.
As you can see the results have changed compared to the first grid. Doing nothing is no longer the favorable winner. In fact, it is now the lowest scoring solution. Interestingly, Informal Chat and Formal Disciplinary still remained high in their score. 
Informal Chat is the clear winner as the solution to move forward with. I agree with this analysis as having an informal chat will create opportunities for both employers and employees to discuss the problem. It could be a learning experience for both. It will help to get to the route of the problem.   
Formal Disciplinary does feel like that would be the last option for us to use. We would not like to release anyone from their job and even though this scored high in the grid analysis, this is still a costly option as you will see in the cost-benefit analysis later on in this assignment. 
Fewer hours also scored relatively high. However, this option does not seem reachable. When we have events at the club or high-volume parties in the concert hall, glass collectors are much needed. so giving them fewer hours and more to others would not work in this situation. Unless we employed more glass collectors. But that still wouldn't solve the problem of our lazy and less motivated collectors. 
Training scored slightly lower than fewer hours. This is always an option and is given without even a thought. The Bar staff and other glass collectors often advise other collectors when they see that there is a better way to complete a task that they're trying to complete. The team will often show new collectors the ways in which they should complete their job, especially when they ask for advice. 
           

 Factors:	     Time      Cost      Team Moral        Reputation       Total 	
Weights:	 		  	 	 	 
Training 	        2	            2	      5		  4                   14
Informal Chat	        5               5	      5		  2	          17
Formal Discip.         3	            3	      5		  5	          16
Exit 	                     4	            3	      4		  4	          15
Less Hours               5               2                   4                     3                  14
Do Nothing              5               1                   1                     1                  18


Factors:	         Time        Cost         Team Moral    Reputation     Total 	
Weights:	 	4 	   3                     5                    3 	 	 	 
Training 	          2 8	2 6	              5 25              4 12            13 51 	
Informal Chat	          5 20	5 15	              5 25	         2 6	   17 66
Formal Disp.	          3 12	3 9	              5 25	         5 15	   16 61
Exit 	                       4 16          3 9	              4 20	         4 12	   15 57
Fewer Hours                 5 20          2 6                     4 20              3 9               14 55
Do Nothing                5 20          1 3                     1 5                1 3               18 31



With the results showing that an Informal Chat is a right solution, I have completed a Cost Benefit Analysis to see the impact this solution will have. What savings it will provide the club in comparison to another option. This is another way to see the benefit of implementing this plan. 
Since this informal chat has now been decided to speak to all staff, this is the following calculations 
We have eleven staff members that are over the age of 23. They all get paid minimum wage at £9.50ph. As this informal chat is estimated to be 30 minutes, that will mean that the calculation for that would be; 11 x 4.75 = £52.25. 
We also have two employees that are aged 21 to 22 at a rate of £9.18ph. The calculation for these employees' time is 2 x 4.59 = £9.18. 
We have three employees that are aged 18-20 at a rate of £6.83ph. The calculation for these employees is as follows 3 x 3.42 = £10.25. 
And Finally, our Glass Collectors are on an hourly wage of £4.81. The calculation for these employees are as follows 8 x 2.41 = £19.28
When adding all those together, the Informal Chat will cost the club £90.96 
I have also included the initial cost of paperwork. This included;
· 2 x printer paper at £2.75 each = £5.50
· 2 x black ink at £14 each = £28.00 
This totals to £33.50. 
Adding both these totals together the cost for this solution will be £124.46
To see the benefit of this, I will compare it with the second best option which is Formal Disciplinary. The cost of this option is as follows; 
· Disciplinary meeting cost - £ 23.81 (1-hour meeting, Manager, Steward and Glass Collector present) 
· Advertisement for job vacancy - £50 (job advertisement is a local paper and online) 
· Time cost for Interview - £95 ( 10-15 interviews. Estimated 10 hours)
· Training cost - £ 38.36 ( 6 hours glass collector training shit, 1-hour training and shadowing shift from a bar staff)
The total cost of this solution will be £207.17. 
[image: ]
Below, in Appendix 1,  you will find a link to the Cost Benefit Analysis I completed comparing the two. But as you can see from the above information, Informal Chat again proves that it is the better solution. 
As you can see, to work out the ratio it is calculated over 5 years. I have used this calculation, however, it will only be the first year that I will look into it. This is because the plan that is put in place, it should not take that long to be rectified. This should be a continuous tool for us to use to ensure that this problem does not recur again. I do not intend for this problem to take 5 years to complete. 

Develop a detailed plan for implementing the solution

As you can see from the results above, the ideal solution will be to have an informal chat with the Glass Collectors. However, I will be extending this informal chat to include the Bar Staff too. I plan to gather them all together to have an open conversation. 
The plan is to hold a 30-minute meeting with the Glass Collectors and Bar Staff. There the Manager will have an informal chat with them. They will ask them both for their input on how the team works at busy times and if there is anything glass collectors need to help them. There, management will also discuss the Gantt Chart to the team and talk through what's expected of them. 
To develop a plan, I have decided to use a Gantt Chart in order to show the details of the plan. Since this is an operational problem, I've decided to use this chart to illustrate somewhat of a check sheet for the glass collectors to adhere to for every shift. As this problem will not take months to implement and complete, I felt this was the best use of the Gantt Chart in this scenario. 
From the Gantt chart, you can see that there are a few things that are duplicated, however, that is because this is a repetitive role. You constantly have to be collecting glasses, dry them, and put them back on the shelves. You constantly have to replenish stock. At the end of every shift, you should be cleaning down your area. This is a step-by-step guide to how their shift should go. This Gantt Chart provides them with a step-by-step reminder of what is expected of them.
I like the idea of doing the plan this way as it allows the whole team to have some accountability when it comes to solving this problem. The whole team will use this plan. and Glass Collectors will use it to refer back to and check off. Bar staff can also sign off if they have completed the task. Management uses it as evidence of completed work and also as a monitoring tool. 
I plan to use them for the foreseeable future. Hopefully, with this plan being added to their job role, this will help reduce the chance of this becoming a problem again. 
Here is a screenshot of the Gantt Chart but I have also included a link to the spreadsheet itself which you will find in Appendix. 
[image: ]
 

[bookmark: _tyjcwt]Communicate the plan to relevant stakeholders

I have created a communication plan for the relevant stakeholders. The stakeholders are named as follows;
· Committee Members - Low Power, Less Interested - Keep Informed.  
· Steward - High Power, Less Interested - Keep Informed.
· Manager - Higher Power, Highly Interested - Manage Closely.
· Bar Staff - High Power, Highly Interested - Monitor 
· Customers - Low Power, Less Interested.
The communication plan will describe what relevant information each stakeholder will need to know. It will also suggest how often they’re updated with progress. Additionally, the communication plan will include who is in charge of each task. I.e, the steward will be in charge of reporting back to the Committee Members, but the manager who is in charge of the plan will not. This is because only the Steward attends the Committee meetings, so it would make sense for him to report back to them. Saving other people time and the added expense it would cost for them to attend the meeting. 
Finally, it will also list any constraints that could potentially defer the plan from being implemented correctly. We had to assume that this plan would not go smoothly. This way we have ideas as to what to expect. This will save us time when trying to decide what could be the cause of this plan not being effective. 
This plan will be displayed in the Stewards office alongside copies of the Gantt Chart. This is where the employees will be able to refer back to as and when they need to. It will also provide them with the copies of the check sheets they need for each shift which will be replenished by the stewards when he completes their weekly paperwork. 
Furthermore, the check sheets will be located in the Main bar, Lounge, and the Concert Hall upstairs. This will allow these sheets to be easily accessible to the Glass Collectors, Additionally, a copy of the Communication Plan will be placed in the Committee room too. This permits the relevant Stakeholders the knowledge of how this problem intends to be solved and how it will be monitored.   
[image: ]
 Again, in Appendix 1, you will find a link to the stakeholder's plan. 

[bookmark: _3dy6vkm]Assess appropriate monitoring and review techniques to ensure successful implementation of the solution 

As I am using the Gantt chart mentioned earlier in this assignment as a tick list for every shift, this will be one of the ways I will be able to monitor and review the technique I have put in place to implement the solution. This will allow for regular monitoring at the initial stages of this plan and accountability for the glass collectors and bar staff. 
Additionally, in the weekly meetings with management, this will be a topic on the agenda for that meeting. So again this is another way this will be monitored. As well as reporting back to the committee in the monthly meetings. 
The communication plan also provides a way of monitoring and countability. There are details of how every stakeholder has a part to play in this plan even if it is a small part. It will also allow us to help identify at what stage the plan went wrong if it did somehow end up failing. 
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