                 Problem Solving and Decision-making tools in the Workplace
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Introduction:  The aim of this report is to look at different problem solving and decision-making tools to solve a complex workplace problem. This will look at identifying a problem, defining criteria the solution of the problem should adhere to, the objectives or goals that the business wants to achieve, the barriers that stand ib the way of the business in order to solve the problem,. Alternatives generations and evaluation, im0lenting the solution which seems to be the best one, monitoring the implantation process, and generating feedback on the back of the solution that has been implemented.


 Problem-solving is defined as when the path to a goal is questionable when moving towards the objective (Martinez, 1998). Problems can be solved in two ways: by critical thinking and by creative thinking. Critical thinking is when the emphasis is placed on a rational basis for our belief and provides fundamentals and strategy to examine, test and assess our beliefs (Rudinow & Barry, 1994).


Decision-making is when looked at objectively, recognising different choices and choosing the best one based on one’s personal inclinations and values. It includes minimizing the vulnerability factor and making a choice after sensible assumptions and explanations have been made. There are different types of decision making: for easier answers, yes or no either or, while for complex outcomes with multiple solutions, contingent alternatives or backups are used (Rensburg, 2015). Critical thinking allows the thinker to make a well-informed, objective decision within constraints of their own beliefs. Whereas, creative thinking allows the thinker to come up with unique and different ideas. Creative thinking is not restrained by preconceived notions. The solutions can be logical to seemingly illogical, this might help the thinker to come up with ideas that are novel and probably an improvement to the general norm.

When both thinking methods are combined the thinker can come up with objective and well-reasoned solutions which are unique and an improved version.

Problem-solving is crucial because almost every aspect of professional life has some problem that needs to be solved on a regular basis. All industries require problem-solving.  No industry is immune to the ambush of problems. Roles such as business managers and office managers are mainly faced with problem-solving on a regular basis. Even in an earlier managerial career, a daily task to be carried out is to solve the day-to-day problems of the employees. 

Decision making is important because it is regarded as the backbone of business management as without taking the right decision at the opportune time, no action can be undertaken. These points below can help inform about the importance of decision making: 

•	Proper utilization of resources
•	Selecting the best alternative Evaluation of the managerial performance:
•	Employees motivation:
•	Indispensable element/ component
•	Achievement of goal/ objectives
•	Pervasive function



Identifying the problem: For the decision maker to make a rational decision, the presence of a problem first must be acknowledged. It is not easy to define what passes as a problem and what can be called a non-problem. It is possible for people to deny, change, ignore or overlook a problem when they encounter it (Cowan, 1986).

The business that this report will be addressing is Ahjee Bhajee, which is a private business based in Eastcote. It is a takeaway restaurant, that primarily focuses on Indian cuisine, especially curries. It was established about ten years ago. It has five employees. 

Here is some analysis of the internal and external factors of the business:

Theoretically, once an objective has been put in place, 
a multidisciplinary team which represents a broad range of 
perspectives should carry out
SWOT analysis; which is 
usually presented in the form of a matrix

Strengths
are 
internal
qualities of the organization that 
are accommodating to the achievement of the objective. 

Weaknesses
are 
internal
traits of the organization that 
are detrimental to the attainment of the objective. 


Opportunities
are 
external
circumstances that are supportive to 
the accomplishment of the objective. 

Threats
are 
external

conditions that are hurtful to the 
achievement of the objective. 

To obtain the complete benefits of SWOT analysis it is necessary to use the tool properly. First of all
, the analysis should offer 
evidence that helps in decision making. Subsequently, 
laundry-lists of strengths, weaknesses
s, etc. are not very helpful in themselves. It is only so when the
e likely implications of this 
information on the organisation/discipline are evaluated that 
meaningful analysis occurs. Furthermore, it is most advantageous to 
look at the strengths and weakness
uses initiating within (i.e., 
internal to) the discipline or organisation. For example, what the organisation does 
than anyone else within the same business, 
what/where could the organisation improve, 
what are others likely to perceive as weakness? On the contrary, 
opportunities and threats should be 
externally focused i.e., what trends is it possible to take advantage of, how can  
strengths be turned into opportunities, what trends could do. harm to the business? 
(MindTools, 2006). 

Here is the SWOT analysis of this business: 
	STRENGTHS
	WEAKNESSES

	Takeaway foods are very popular at the moment 

Since the area does not have a lot of Indian food shops, the demand for this kind of food is high

The chef is highly skilled. Their food is complemented by the customers


	The restaurant opens quite late. This could drive the customers away

Delivery is late

More money is needed to get the business to the desired position as everyone included wants

The food options are not as vast as desired, having new equipment can help with that

The location is a bit remote


	OPPORTUNITIES
	THREATS

	The food is liked by the people

Takeaway foods are the trend in recent times. This helps us stay abreast of the competition
	
	Prices raw materials are increasing 

People are more drawn towards kebabs and grills these days. Something this business does not do. This might be a factor in some customers noþ coming to the shop



 (Insert reference: http://www.isprs.org/proceedings/xxxvi/4-c42/Papers/OBIA2006_Hay_Castilla.pdf)

PESTLE analysis 
Several internal and external factors can affect the functioning, value or working of a business. PESTLE is a management framework that is used to analyse the factors which are external that affect the business. These are factors that the business cannot control, but these factors impact the decision making all the same.  PESTLE pairs well with SWOT analysis as it ties in with the Opportunities and Threats sections. 
P- POLITICAL FACTORS:

 Brexit will cause complications as people from EU will have a hard time working in the business

People driven out due to Brexit who were existing customers or could have been potential customers are driven away

Restrictions in import and report policies can cause difficulty in getting foreign ingredients required for the business 

E-ECONOMIC FACTORS
The value of currency decreasing can be detrimental to the business in a big way. As the price and profitability of the business are affected. 


S-SOCIAL FACTORS:

Culture

Attitude towards the products from the customers can affect the business in a negative way.

Consumer preferences, age, gender, race, nationality, demographic in general can affect the business. As everyone has different choices and palettes. Since food is individualistic and subjective.



T- TECHNOLOGICAL FACTORS

The e.g. emergence of innovative technologies affecting the production, marketing or sale of the product, automation of processes, etc. 

3rd party apps used by the business might glitch


L-LEGAL FACTORS

Health and safety laws. Since this is a food business, there is some thought to be spared about certain food items. As some foods are not allowed or are unsuitable in this country.


E-ENVIRONMENTAL FACTORS

The season, the weather. Since the business is more focused on foods that are on the spicier and hotter side, this will affect the business in a negative way, as these foods are suitable for a certain weather. These foods are preferred more during the times when the weather is on the colder side. Thus, making the business miss out on customers during the hotter days


 The problem that will be discussed in this report is about the delivery time of foods taking too long. This is a structural problem. This problem was first observed a while ago. It is experienced almost every time food is to be delivered, especially when there are many deliveries to be made also known as peak time, especially on weekends. This is a massive problem as it is causing huge loss to the company. The main mode of business is delivering the foods. This has caused several customers to complain. Which has led to them leaving bad reviews on online outlets, causing existing customers to move towards the competitors and driving away potential customers. Many customers have returned the items and they had to be refunded. This whole affair has caused customer dissatisfaction. Which is a big problem as customer satisfaction is probably the biggest driving force of any service. 

The business that this report will be addressing is Ahjee Bhajee, which is a private company based in Eastcote. It is a takeaway restaurant, that does Indian food. It was established about ten years ago. It has five employees. 


Objective/Goals: The goal is to fix this problem to bring back some more financial stability by gaining the trust and satisfaction of the customers and get the reviews and the ratings of the business up to a respectable position. Shift the tides to a more positive direction. As reviews are an important part of the business.

Barriers: Barriers are factors that hinder the decision-making process and contribute towards the business not growing as per one would have hoped. Some examples of barriers are money, time, availability of resources, the mindset of the people in the business, having a lack of strategic thinking and vision, having a lack of skills and experience, failing to innovate and always doing the same thing, being scared of taking risks, etc. (http://makinithappen.co.uk/Articles/What-Are-The-Barriers-To-Business-Growth.html)


Criteria definition:  Since the most problem is multidimensional, the factors that are to be considered while resolving the problem must be made by the decision maker. All the relevant criteria that could affect the decision-making process will be considered by a decision maker who is perfectly rational. Some potential objectives for problems might be price, quality, features, reliability, status, etc. After the criteria have been laid out, the decision maker has to recognise which criteria are important and which are not as important as some of the others. A common mistake people can make is taking unimportant criteria into consideration while failing to identify the more important criterion.

Some criteria for the problem discussed in this assignment are: 

Low cost- the solution should be cost effective and not go too overboard with the budget
               Simple- should be easy to execute and bring about
                Able to be implemented as soon as possible
               Complies with the current business structure as much as possible

Time- can be carried out as soon as possible, Because the longer the problem persists, the more the business will suffer and incur a loss.
Quality- The solution has to be able to maintain the quality of the business, as quality control is an imperative part of a business
Status- has to be able to maintain the status of the business
Convenience- should be easy and not complicated
Adaptability- should be flexible and not too rigid


Alternative generation and evaluation: This is the stage where the decision maker considers all the possible solutions and compares them against the prior established criteria. All the possible advantages and disadvantages of the solutions will now be considered. According to research, it is very important for generate a lot of possible alternatives can vastly improve the outcome of the decision making (Maier, 1970). What rational evaluation consists of is to the consideration of to what extent applying a specific solution will create new difficulties. To what extend the people involved in the outcome will embrace and be able to apply the alternative, and the extent the alternative complies with business and other external factors.


One method that can be used to solve the problem is the fishbone diagram.


[image: http://leanmanufacturing.online/wp-content/uploads/2017/09/fishbone-diagram.jpg](https://leanmanufacturing.online/the-fishbone-diagram/)

Fishbone diagram can be defined as a tool for brainstorming. Does it involve asking questions about the use of 5 whys? It helps to identify the source of the problem or the potential pitfalls of the outcome. 

The fishbone has three main components: 

Head of the fish-Effect or outcome

Horizontal branches-Causes

Sub-branches: Reasons

Non-service process: Methods, materials, Measurement(technique), Environment

Service Process: Policy, Procedures, Plant, People (Insert in-text quote)

Fishbone is used in analyse and emotive modes.

People


The driver might have a lack of training.


There might not be fixed criteria as to how things should be.


Machine


The car might be faulty.


The machine showing the location might be delayed.


Environment


The location might be too remote from most of the orders to reach the desired locations on time.

The driver could have some cultural hang up which affects his ability.


Measurement

After the brainstorming, it turns out that the root cause of the problem is the driver; or to elaborate, the lack thereof. The business already has Just Eat to help with the delivery issues. But it is not coming off that much help. 


So, some possible solutions will be to add or improve the delivery process. Some examples are given below:


Using UberEATS, 
	Advantages
	Disadvantages

	UberEATS takes care of the delivery themselves.

No need to get new vehicles

Cost-effective



	Too much power to third parties









•	Buying a new car for delivery
	Advantages
	Disadvantages

	
Cost-effective

Convenient

Control in own hands


	Maintenance

Need an area to park








•	Renting new cars to deliver

	
Advantages

	Disadvantages


	No need for maintenance

No problem of parking lots

	Too costly







•	Hiring part-time drivers to drive their own car for the weekend


	Advantages
	Disadvantages

	Low cost

Taxes will be lower

	
Part-time workers are too cavalier and unprofessional. They have other jobs as well. This attitude of theirs will affect the business in a negative way

They can miss work days

Not as passionate as full-time workers

Can have a negative attitude towards the work

They could just be mailing it in

They might not have any passion in this of business, they could be just doing it to get some extra money












•	Hiring another driver to do delivery in tandem with the existing driver

	Advantages

	Disadvantages


	Might be more skilful

Might be more experienced

Could be more qualified

Positive results can be seen right away; since this going right at the heart of the problem

	Fear of the unknown

Might be on the more expensive side







•	Changing the car

	
Advantages


	
Disadvantages



	Would be helpful if the previous car was not good enough
	
Not fixing the root of the problem

A surface level solution to the much bigger problem





•	Moving the business to a more accessible location

	Advantages
Moving to an area which is more accessible can help get out more deliveries

	Disadvantages

Not practical

Blows the budget of the business way out of proportion

Will cause unrest to the whole business

Will hurt people’s mentalities

Turn away regular local customers

Will take time to move

Will take time to build a new customer following








•	Increasing the threshold for free delivery so that fewer orders come in

	Advantages

	Disadvantages


	Could be easier to handle fewer deliveries

	Can hurt the business as deliveries are the main driving forces
Can cause regular customers to turn away from the business






•	Get Deliveroo

	Advantages

	Disadvantages


	Faster travel time as they use a moped

More convenient for the business as others doing the delivery work for them

Their mopeds can bypass traffic easier than other vehicles 

The moped they use is easy to manoeuvre in heavy traffic, can help in getting out more deliveries in less time

A popular app that other businesses use; puts the business abreast with the competitors
	The mopeds can be dangerous on the road

Too much control in third-parties’ hands







Implementing: The final step to take after the alternative has been selected is to implement the solution and following up on it. A lot of the solutions require the help of other people involved in the business, people, who initially were not a part of the whole decision-making process. The purpose of implementing is to ensure the commitment of those are concerned with the business, by keeping an eye on their progress and making sure that the right execution occurs.

 After considering the solutions of the brainstorming, it can be concluded that hiring a new driver comes out on top.  It does so because it meets the criteria. It can ben implemented quickly, does not change the business structure in a drastic way, it is quite easy to bring about compared to some of the other methods that were mentioned, and while it is not the most cost-effective option of them all, in the long run, it does prove to be quite cost-effective, and most importantly- solves the problem. So that is the one that will be implemented in this business to solve the problem of delivery taking a long time. 

Getting the idea out to everyone concerned: The idea has to be presented to all the employees of the business as this problem is big enough to affect all sectors of the business. This plan can be presented to them in a form of PowerPoint presentation in a meeting. Where all the points and ideas will be discussed at length.

Monitoring: The outcome can be monitored in a number of ways:  
setting out Key Performance Indicators.

A key performance indicator is a measurement of activity (often referred to as a metric) that discloses how a business or team is performing compared to its goals. KPIs are the most important metrics that measure the success of specific activities used to meet business goals - measured against a specific target or yardstick, adding context to each activity being measured. KPIs are important because they provide a focus for a business or team. KPIs unite the team towards achieving a common objective - but only if they’re clearly defined and easy to understand. ( https://www.geckoboard.com/blog/defining-kpis-how-to-choose-metrics-that-inspire-action/ 28)


Feedback generation: The outcome can be seen by using a variety of ways:

Reading the customer reviews online and comparing a before and after and seeing if the customer reviews have been affected by the recent change which was set in motion to solve the big problem looming over the business.

Asking the customers to partake in a survey, a concept which might deter some customers, this problem can be overcome by offering the customers some offers. Such as; something for free, money off offers, bogof offers, free delivery Etc. 

Feedback from the workforce. To see if they feel some positive change happening.


Conclusion/Summary/Recommendations: 

In this assignment, problem solving, and decision-making tools were used to solve a workplace problem. The root of the problem was grasped, then certain criteria were set to what the solution should possess. The solution that met the criteria was chosen. The solution that was deemed the best was hiring a new driver to do deliveries who would work beside the current driver. It was deemed the most suitable because it was within the criteria. After the best solution was chosen, the idea was then communicated to the rest of the team of the business. The staff discussed about the chosen solution at length while giving feedback. Then the next step was implementation, which needed the assistance of other staff members to enact. The next step is monitoring the feedback, which can be done be Key Performance Indicators, reading the reviews, etc. Then the business can reach a decision and come to the realisation whether the problem was resolved or not. Whether the whole process was successful or no not. Or if they some other step is to be taken to solve the problem. If the feedback is not positive, and if it seems that the change did not go as planned, then the business must recuperate and see to it as soon as possible. The business then must focus on trying to implement this solution better, considering it is not carried out as well as it could have been. If they feel it was executed properly, then it means the solution might not have been the optimum option. The business now needs to come up with another solution which for their sake would be the right option and help the business reach the desired goal they have wanted all along.  The business must go through the whole problem solving and decision-making process again. They should continue doing it until their problem is decidedly over, by making sure the feedback and change all over unanimously state that the problem is taken care of. 
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