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[bookmark: _Toc10392227][bookmark: _Toc456901517]Define a complex problem in the workplace, including its scope and impact

The nature of my problem is that I have recently moved to a new team, and they have a different client base and have a specific journey that the youth customers must follow.  When I arrived, I was allocated a day to job shadow a colleague and was informed that they would go through the youth journey and provide me with all information and documents that I required. On the scheduled day due to staff sickness and staff shortages this was therefore pulled, and I have yet to receive training. 
I feel that I am currently under trained and therefore this is affecting my claimants, and as a result I have been made of some mistakes.  I am not able to correctly advise my claimants the journey they will take during their appointments, and when my claimants ask questions regarding the process I am unable to answer them,  resulting in me having to ask my colleagues for advice if I cannot find the information in company guidance, which is lengthy and sometimes complex, I answer my claimants as best as possible but sometimes it’s possible I’m not giving all the correct information required and this could affect the relationship I build with claimants as they lose trust in my ability and I could  also lose their confidence  as well as my own confidence in my abilities to do my role. This in the long term is affecting myself as in confidence and long term could be health wise, as well as other work coaches, claimants, work coach team leaders and performance stats. It is costing the department in the long-term regarding resources, stopping other colleagues in their roles, time - long bouts trying to find correct information and correcting errors that I may have made. Along with possible damage to the company’s reputation. 
In terms of budget this needs to be resolved as quickly and efficiently as possible due to the nature of the business and the fact it funded by the public purse and to make sure I am fully trained by Christmas Leave Period starts 15/12/2022 as there will be less staff in office available to help and the expectation will be to carry out more appointments. 
This is a complex problem for myself as I am new to the office and want to seem professional and well trained. I don’t want to let my claimants down by not providing a quality service for them, I want to keep distribution to my colleagues to a little as possible and I wish to have positive interactions with team leaders instead of mistakes cropping up and my/team/district stats being affective.

[bookmark: _Toc10392228]Analyse information on the identified problem, to help inform the decision-making process

I have looked at different ways of solving my problem and I have used a SWOT analysis, which has allowed me to see what my strengths, Weaknesses, Opportunities and Threats were.  From the information the S.W.O.T analysis provided I was able to conclude that my strengths were my communication skills, want to develop and build relationships and that I had opportunities to experience new learning styles, online learning, and research skills.  My weaknesses were self-belief, lack of experience and confidence and what I perceived to be threats were being over worked and distracted. I can see from this that I have the necessary skills to come up with a resolution to my problem but the weakness/threats I identified are somewhat holding me back from resolving this.
I brainstormed my problem; and part of the process is that you don’t evaluate it till later it, as they encourage flexibility, fluency, and elaboration.  I set the problem in the centre and generated ideas. I set myself a time limit of 5 minutes to come up with as many ideas as possible, this has allowed me to quickly note down my thoughts and come up with any possible solutions that I thought of. 
Looking at my brainstorming, I identified that it could cost the department and I need to be trained to have the confidence to deal with my claimants. I identified other issues that could arise like wellbeing, this could be mine or members of my team, excess pressures could force myself or others on to sick leave which in turn would impact the team, department, and claimants, and it would also bear a cost to the department in lost working days and replacement staff required to cover diaries. Reading the guidance could help but it is lengthy and complex, arranging to job shadow would be greatly beneficial but again in term of costs would be lack of time and financially. I could speak to the work coach team leader regarding my concerns and then implement a personal development plan. This would allow me to have S.M.A.R.T (Specific, measurable attainable, realistic and timebound) targets, these are: - Complete skills for the Workplace (Certificate of Higher Education), Attended confidence building workshop and take on more development responsibilities.  “Setting SMART Goals means you can clarify your ideas and focus your efforts, which allows you to allocate your time in a way that promises the most return and the highest chance of achieving your goals” Perron, M. (2018)
I created a mind map, Go Mad analysis, Gilbert, A. and Chackrovaity, I. (2001) as this allowed me to elaborate on from my brainstorming and records my idea’s, provides something visionary, can show me links and relationships and is an agile document that can be added to whilst showing me the factors that need addressing such as environmental, financial, legal, and social. 
My mind map allowed me to see how things like the cost of me not knowing the journey would be in terms of mentally, practically, hourly, overtime and confidence as well as if I was to receive training then it would be a developmental opportunity for myself and possibly who ever delivers it, it would affect my colleagues on the short term  as they would need to help clear my diaries but in the long term it would mean I would be working more effectively and they would receive less interruptions. I also came up with some solutions that could solve my problem in the future for other colleagues, a check list could be developed to make sure everyone has the correct skill set and process to follow with new staff.  I also identified if I spoke to my work coach team leader then she would be aware of the situation and suggest an induction pack to her, I could also offer to come in on my non-working day for overtime to do training or job shadowing so not to affect my colleagues and stats.
Creating a flowchart showed me how I could have a picture of actions I could take to resolve my issue and have separate sequential steps A flow chart can be better to understand and revel opportunities for improvement.  The flowchart can be adapted and sometimes can be used to see why something went wrong, therefore it can improve communication and document a process when planning a project.
I proceed to look at Sakichi Toyoda’s, 5 Whys technique that was developed in 1930’s - this is where we take an issue and keep asking the question why for 5 times then by the time of the third why we usually can find the root cause of the problem and I found out the root cause of my problem is lack of/requires training.
(See 5 why chart Appendix A)
I also looked at the five w’s, these are a series of questions considered basic in information-gathering who, what, when where and why and identified the following -
Who is experiencing the problem? Myself-possibly others
What are the impacts /effects/symptoms – errors / defects or something you expected doesn’t happen? I am not giving the customer the information they require.
What is the scope of the problem? team members are affected as they sometimes stop to help or apologise/correct my mistakes.
When does the problem occur or when did it start happening? This occurred when I moved offices in July.
Where does the problem occur? In the office 
Why did the error happen? Training was cancelled due to staff shortages 

[image: http://avatar0909.wikispaces.com/file/view/Ishikawa_Fishbone_Diagram.GIF/144670937/Ishikawa_Fishbone_Diagram.GIF]

[bookmark: _Toc10392229]I also looked Ishikawa Fishbourne technique regarding cause and effect (see above) and created my own (see appendix A) For each branch I can identify other factors that may be the cause of the effect/problem, and I can add detailed levels sub-branches (minor causes) from the diagram I can analyse and look for at the detail in each branch. The Fishbourne is so called because of its resemblance to a fish bone. 

Propose a range of alternative solutions to the problem

Looking at my S.W.AT analysis I can see my weaknesses and threats are lack of experience and confidence and distraction. To address the lack of experience, I will ask to job shadow colleagues and listen in to their future appointments with the claimants, ask my team leader to monitor my appointments and ask for feedback, ask colleagues who sit near for feedback when they are available and look to attend confidence building events and training.  I will also plan for appointments and possibly move desks to a quieter area to avoid distractions. I will also work towards the targets I have set on my personal development plan and keep this up to 
My brainstorming gives me some ideas to take forward like blocking my diary out for training/job shadowing and to read guidance, it also brought up confidence which I will address with my PDP, Reed employment website states “Creating a Personal Development Plan could provide you with the structure and guidance you need to be proactive, and actually take the steps needed to reach your eventual aim”.  It also made me conscious of wellbeing and the effect this may have on my health and that I do not wish for it to get to the stage I don’t attend work so could speak to our employee assistance programme (EAP) who could offer some helpful advice for me to help move things on.  My mind map also elaborated on my wellbeing so this will be something that will be at the forefront of my plans as me going off sick will affect myself, colleagues, team leaders and claimants so speaking to EAP will be scheduled into my plans.
Looking at the flowchart it gives me an insight into small steps I can take to resolve my issue, this may not necessarily work but could be a goof prototype that I can come back to and redo as a living document.
The outcome of looking at the five whys lead me to believe that my main problem is that I require training. I can see that due to staff illness, and possibly being forgotten about has led to the root cause of my problem.
I noticed from my Cause-and-effect diagram I created that there was four groups, communication, training, expectation, and environment. Communication can sometimes be difficult if there are different shift patterns to consider, no set induction process or flowchart and this can also affect other people.  If there is no suitable training available or team leaders are not aware that it is required, this could be a barrier and even though there is extensive guidance available on staff intranet it is often hard to find specific information or find the time to do so. There are also the financial aspects of training to the business. 
There is sometimes the expectation that you have already got the awareness/training for the role and experience is assumed, also an assumption that all can read or are able to ask colleagues for assistance.  
And lastly the environment which we work is fast paced, staff changes/movement and the reputation of the business to consider and the costs are not considered. 
[bookmark: _Toc10392230]
Using a decision making technique, evaluate a range of solutions to identify the most appropriate option

	
	Option

	1
	Undertake Training

	2
	Read Guidance

	3
	Speak to work coach Team Leader



To resolve this problem, I can do nothing which means the problem can get worse, attend training/job shadowing, read guidance, or approach the work coach team leader regarding the issue.
I used a grid analysis to work out which option would be best and this works by me scoring the solutions to my options between zero and five this then give me which option would be best which was training (see grid analysis 1 appendix A). I then went on to give each solution a weighting between 1 and 5 on how important they were to me;(grid analysis 2 appendix A) I then times the weighting number by the scoring number and added up my results and again the training option came out the highest score- so overall training scored the highest in both sections and based on the Grid analysis the best option is too complete training.

Doing nothing isn’t an option, this needs to be solved not only for me but for my colleagues, team leader and claimants, I know I can’t continue in my role without sufficient training and being able to meet my stats, help my claimants and stop needing help from colleagues. I need to find a way to get the training I require and devise a plan to show my team leader that this is essential to the business need.  If nothing is done, then it will continue to cause problems and could cause financial implications/inconveniences to claimants and the department.  
A cost benefit analysis is a tool developed by French engineer and economist Jules Dupuit, is a technique for comparing the costs of taking a different action against the benefits achievable from the outcome.  This method is good to access the course of action in monetary terms.
[bookmark: _Toc10392231]My cost analysis showed that even though there was an initial outlay for the training in the long term it would save the business a total of £30,000 pounds equating to a saving of £5740 per year over five years and for every that is pound is invested it would save the business a ratio £23.07:1.
This therefore may not be the cheapest option but would be the best option for me based on my Grid analysis. Reading guidance is not completely free as would cost in terms of manpower.

(See appendix A for cost analysis). 

Develop a detailed plan for implementing the solution

I needed to develop a way to implement my solution and developed a Gantt chart would fit my needs, it would allow me to see what stage my plan was at, and the dependency between relationships and the schedule.  My gnat chart illustrates the time frame that is required to plan and book and undertake the training that is required, which I have allowed 6 weeks for.  In weeks one to two I have allowed time to cost the training and in week 3, I have allowed a week to obtain authorisation for training. In week 4 I will need to book the room where the course will be delivered from. I have allowed 2 weeks to confirm attendees as some people maybe on annual leave when invites go out. Week 5 and 6 is attend the training and to end on week 6 send out an evaluation questionnaire to attendees to establish how effective the training was.
The Gantt chart I produced (Appendix A) shows the dependency on the other tasks being completed. 
Gantt plan allowed me to plan my schedule but I would clearly be able to see if one stage was behind so I would then need to possibly adjust some of the later stages. 
I used the Gantt chart as it can be updated easily and created easily, Gantt charts make it simpler to understand the steps required to complete a project, improving the chances of project success. As it will be myself planning and arranging, I will liaise with my team leader, so they are aware of what stage I am.

[bookmark: _Toc10392232]Communicate the plan to relevant stakeholders

I needed to establish who was a share holder or stakeholder in the business so I can keep them up to date and what their expectations were. 
A shareholder owns part of a public company through shares of stock, shareholders could be any person, company or institute that owns at least one share in the company’s stock 
A stakeholder has an interest in the performance of a company for reasons other than stock performance or appreciation, these can be employees, employees’ families, suppliers, customers, community, creditors, directors, unions, or tenants. 
My business does not have shareholders as it is a government department however, I identified that our stakeholders are Union, Management, staff, and HR.  The Union is there to looks after interests of workers doing such things like negotiating agreements with employers on pay and conditions going with members to disciplinary and grievance meetings. They will usually take a back seat unless there is an issue that they can spot or will talk to members about workplace issues, advise them and keep them informed of the latest developments, they can represent members who have problems and negotiate with the employer. They will participate in some cases and may highlight workplace problems that perhaps need taking up with managers. A trade union may negotiate with the company over money matters, such as pay and pensions and can sometimes act as a ‘go-between’ between worker and management. He/she will try to resolve problems which may arise.

Management is another stakeholder; they contribute to the day to day running of the business and are entrusted by owners with the day-to-day running of their businesses. Managers must motivate employees to be productive and to offer excellent customer service. Managers want the business to do well so they can have job security, and can influence how a business operates by, hiring and firing and making day-to-day decisions and long-term decisions.
Staff also stakeholder they are the ones who deliver the service. They can determine the success or failure of the business and are invested as the business pays them wages and offers job security. 
Their interest as stakeholders is tied to job security, and job satisfaction is also an important factor. If they are kept up to date, then will be more willing to participate and feel included. They will have some say regarding possible feedback through surveys and questionnaires but not enough to make immediate changes or decisions regarding finances and policies.
HR interest as stakeholders is to maintain expectations and a focus on internal operations, along with the Skill sets of staff to assist it claimants. They can recruit employees and implementing training programs, develop plans to meet company objectives, create business plans to meet the company’s objectives and provide reports.
They can implement systems to motivate staff as well as help employees with work-related issues. It is their role to be available and help and influence decision making 

Looking at the Mitchell et al 1997, Influence-Interest matrix and Mendelow matrix (1991) it” they suggest we analyse our stakeholder groups based on Power (the ability to influence our organisation strategy or project resources) and Interest (how interested they are in the organisation or project succeeding)”, Oxford college of marketing website.   I looked at my four stakeholders to see which ones I needed to prioritise and keep satisfied and informed and the ones I simply needed to monitor. 
I created my own Influence interest matrix, but I am mindful that the stakeholder status could change at anytime in the process so needs to be check regularly 


[image: Diagram
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(Mitchell et al. 1997)
[image: Mendelow's Matrix]

I needed to devise a plan to communicate with my stakeholders so there are aware of what I am doing and when I looked different methods of communicating to different people and decided on a communication plan devised be “A good Stakeholder Communications Plan delivers the right message, to the right stakeholders, at the right time, in the right way. Skills for the workplace- Problem Solving and Decision Making BMSK4004

As for the union I believed that they would require that the course information would be best to email them with the information and could update them as and when verbally and informally to continue building on relationships, this would be as and when required with the expectation that they would have low engagement unless the situation was to change. This would be communicated by the office manager/Team leaders. 
Management would have information regarding costing, course locations, date, and start/finish times this would be regularly communicated by email and weekly meetings until completion of the training and withs cope to allow for any other matters to arise. 
Fellow staff would be updated also via email as could be based at home/different offices and information relating to the course name, location date and times sent via email alongside a calendar invite, with weekly emails until course is finished and then annually as and when refresher training is provided.  The assumption is that they would require the information to book space in diaries, arrange cover etc.
HR I initially assumed would only need to have an email at the start and end with the course location, date and start/end times communicated to them by a team leader with no further assumptions.  But looking at my research into Stakeholders HR department has more say on the event than I first thought so should have more engagement and more say In the event- they could possibly already have an event scheduled or have a provider ready to take this training, they may able to provide the actual training themselves so I’ve realised the importance of my HR as stakeholder and they could have provided me with additional resolution options if I had spoken to them first.
I could communicate my plan by arranging a meeting so all stakeholders could attend so I could talk them through it and answer any questions that they may have, I don’t envisage any problems with my communication plan apart from lack of engagement prior with HR but if we keep everyone motivated and they will help make the plan work. Simply saying Thank you will show appreciation for their time and effort. 
(Stakeholder communication plan appendix A)

[bookmark: _Toc10392233]Assess appropriate monitoring and review techniques to ensure successful implementation of solution 

There are many different tools aimed at monitoring my plan such as one to ones with staff and team leaders, action plans, formal and informal meetings, action plan (with SMART objectives) and Gantt charts.
My Gantt chart will allow me to see what stage of the plan I am at each given week and if I am on schedule or not. This is visually and I will be able to see if anything goes wrong – which stage is the problem.  In reality with “Murphy’s law” if anything can go wrong it will, example of this is the covid 19 pandemic, organisations were mostly geared for office based working, when the pandemic struck, they had 2 options – do nothing and the business is affected and may close or do something – initiate plan b and that was mostly to supply staff with equipment and resources to work from home they built in extra resources like expense claims for desk and chairs and with energy costs. This reaction meant service could resume and people were safe at home where the government recommended, they stay.  

I plan to use informal meetings so I can engage with the union to build a working relationship, so I could use their knowledge and skills to benefit the business. I will also be able to engage with my team leader informally to keep them up to date with progress. Any action agreed I plan to follow up in a brief email.
I will hold a formal meeting at the start with all stakeholders, this will have a chairperson which will be myself, followed my minutes of the meeting, actions that were agreed and this will act as a record of the meeting. 
I have also have an action plan that I will share with my team leader, so they are able to make suggestions and help me implement my learning/training needs, I also plan to work closely with my housing association to build skills and possibly in the future become a tenant board member and help make decisions that benefit the community, this will provide additional training and allow me to gain an insight into stakeholders and be involved in complex decision making. 






[bookmark: _Toc10392234]
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Appendix A
SWOT Analysis Ceri Wiggins
	STRENGTHS

Communication skills
Loyalty, Patience, Honest
Computer literate 
Helpful
Want to develop
Build relationships
	WEAKNESSES

Timekeeping, Taking on too much 
Self-belief
Lack of Experience (staff management)
Confidence (imposter syndrome)


	
OPPORTUNITIES

Colleagues
New learning Styles
Mentor
Online learning
Research
	
THREATS

Childcare, Burnout (mental health)
Over worked
Commuting
Time
Distractions



Ceri Wiggins PDP
	[bookmark: _Hlk113182696]What do I want to learn?
	What do I have to do?
	What support and resources will I need?
	How will I measure success?
	Target Date for Review

	[bookmark: _Hlk113183562]
Complete skills for the Workplace (Certificate of Higher Education)

	Complete all assignments and attend residential trip
	Tutor, Library, friends, Family 
	By obtaining a pass
	01/11/2022

	Attended confidence building workshop

	
Find and book suitable courses
	HR
Team Leader
	Gaining certification once completed 
	01/12/2022

	
[bookmark: _Hlk113183709]Take on more development responsibilities

	
Attend meetings with local housing association and any associated training 
	Family, friends work- may need to arrange time off?
	Being able to use the skills learnt in the workplace to secure new role/promotion 
	01/10/2023


Brainstorming
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Flowchart
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Mind mapping
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The Five Why’s
	What is The Issue?
	· Don’t Know the Youth Journey
	
	

	Why 1
	· Never received the training

	
	Previously in different role.

	Why 2
	· Not needed prior to relocation

	
	Now need to know the role/process

	Why 3
	· Training/Induction Cancelled

	
	Staff illness

	Why 4
	· Not rebooked


	
	Forgotten about

	Why 5
	· No Room in Diary


	
	Block diary and reschedule training


[bookmark: _Hlk113016490]Root cause: Requires Training
Cause and Effect
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Grid Analysis Part 1
	 
	Grid Analysis
	 

	
	Do Nothing
	Training
	Read Guidance
	Approach wctl
	

	Time
	1
	5
	4
	4
	 

	Cost
	2
	4
	1
	0
	 

	Service
	1
	3
	3
	3
	 

	Results
	1
	5
	4
	3
	 

	Wellbeing
	4
	5
	3
	4
	 

	Communication
	1
	5
	5
	5
	 

	Overall 
Score
	10
	27
	20
	19
	 



Grid Analysis Part 2
	 
	Grid Analysis
	Weighting
of
Factors

	
	Do Nothing
	Training
	Read Guidance
	Approach wctl
	

	Time
	1
	5
	4
	4
	4

	Cost
	2
	4
	1
	0
	2

	Service
	1
	3
	3
	3
	5

	Results
	1
	5
	4
	3
	5

	Wellbeing
	4
	5
	3
	4
	4

	Communication
	1
	5
	5
	5
	4

	Overall
Weighted
Score
	34
	88
	65
	62
	 


Cost Benefit Analysis

[image: ]






Gantt Chart
[image: ]

Influence-Interest Matrix

	[bookmark: _Hlk113178798]       
 (
Level of interest 
)

	Keep Informed

(HR)


	Manage Closely

(Management)

	
	Monitor

(Staff)

	Keep Satisfied 

(union)

	
	
Level of Importance



Stakeholder Communication Plan
[image: ]
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1 2 3 4 5 Cost Total

List costs here

Training Package £500 0 0 0 0 £500

Wages £200 £100 £100 £100 £100 £600

Refresher Course 0 £50 £50 £50 £50 £200

£700 £150 £150 £150 £150 £1,300

Total Costs 

1 2 3 4 5 Benefits Total

List benefits here

Time saving example

6000 6000 6000 6000 6000 30000

 1 hour per day (£10:00)  X 2 staff X 300 working days

Other Benefits (£ saved/made)

0 0 0 0 0 0

Other Benefits (£ saved/made) 0 0 0 0 0 0

Other Benefits (£ saved/made)

Total Benefits

6000 6000 6000 6000 6000 £30,000

Work out ratios below

30000

1300

Benefit to Cost Ratio = Total Benefits = 

£23.07:1

              Total Costs

Net Annual Benefit = Annual Benefit - Annual Cost

6000

minus

700

= equals

5300

(First year)

30,000

minus

1300

Net Annual Benefit = Total Benefits – Total Costs        = 

5 NAB =

£5,740

5

Cost Benefit Analysis Template

Years

COST

BENEFIT

Years
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Tasks  Week 1 Week 2 Week 3 Week 4 Week 5 Week 6

Costing Training

Obtain Authoristion for training

Book Training

Arrange Training room

Notify Attendees

Confirm Attendees

Attend Training

Evaluate Training

 Gantt Chart: Ceri Wiggins
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ID STAKEHOLDER INFORMATION METHOD

TIMING OR 

FREQUENCY

SENDER ASSUMPTIONS CONSTRAINTS

S001 Union Course  Information 

Email and verbal updates via team 

leads.

As required Office Manager None. None

S002 Management 

Costings of training, Course locations, 

date, and start and finish times 

Email and weekly meetings when 

required

weekly untill completion of 

training then yearly 

Team Leader None. None

S003 staff 

Course locations, date, and start and 

finish times 

Email  brief, and calender invite

weekly untill completion of 

training then yearly 

Team Leader

Costings of training, Course locations ,date, 

and start and finish times 

Not on a Monday or Friday 

s004 HR

Course locations, date, and start and 

finish times 

Email  start and End  Team Leader None. Nonw

STAKEHOLDER COMMUNICATION  PLAN


