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Introduction 
In this report I will analyze and apply a few solutions to a problem based on the experience from my workplace which is the conflict between bus drivers and controllers. In this report I will test my critical thinking, problem solving and decision making.
To fully understand the problem I have to describe every aspect of different things (like MDT) that leads to the problem.
For this analysis I have used fishbone analysis (Investopedia, 2019) in order to discover  the root problem and to help me take a good decision as a solution for the problem. I will attach below the fishbone diagram that I have used to identify the causes leading to the problematic conflict between drivers and controllers.
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The MDT
The MDT, or mobile data terminal. This device serves as a tool for the drivers to directly contact police, fire fighters, ambulance, TFL controllers and garage controllers. Through this device the drivers and controllers can contact each other through text messages and radio calls. The MDT, as well, continuously sends the exact location of the bus, speed and live running time. The MDT display switches on when the bus is stopping at a bus stop and off when the bus is moving (Big Red Book Fifth Edition, n.d)

Ibus controllers
Tfl rely on a system called ibus for informations. Operating on all London buses, ibus uses a combination of technologies like satellite tracking which shows them the exact location of buses and relying information between the driver, garages and network management control centre (Intelligent Transport, 2009). There are as well road side controllers, which, the main duties are to supervise the depot run-out/run-in, ensure safe, correct, legal and efficient operation of buses services (Service Controller, 2015).


The running time
The running time is a specific given amount of time to a bus for a trip to go from point A to point B, as well as between the stops. 
The running time is different for each route and for each trip. This is different as well at each time of the day, for example from 07:30 to 10:00 it will be given more running time than at 22:00pm onwards. As well, the MDT displays the running time different for low frequency  than high frequency routes. For high frequencies routes on the MDT  is going to be shown the distance between the buses while on low frequency routes 




The QSI points
The QSI (quality service indicators) points are some specific bus stops at which TFL controllers are checking if busses are running early or late. If a bus is running early, the company will receive a complain/report. If this continues to happen then the company will receive a fine and even risks to lose the route (tfl.gov.uk, 2010)


Covid-19
Due to the impact of covid-19 lockdown, the traffic on the roads is much less as well as people on the buses as they are afraid and prefer to walk for their safety (reddit, 2020) This results on the busses not stopping at stops and because there is less traffic, busses are running early. This results in controllers calling the drivers instructing them to stop the buses very often, which at some point, becomes frustrating.

Conflict 
The conflict between drivers and controllers
A controllers job is to ensure that the busses are not running more than two minutes early, and if they do then they have to contact the driver and instruct him/her to stop the bus and hold back until the bus is back on its original schedule.
When a bus stops for the second  or third time the passengers gets angry and starts arguing with the drivers, which makes them even more frustrated and difficult to hold back the bus at stops for more than three times.
This conflict between drivers and controllers have an impact on quality service because sometimes the drivers are dumping the buses on the roadside due to the stress created by the controllers. As well this has an impact on customer satisfaction which results in complains against the company. As a result of this conflict a few weeks ago my company had lost 4 of its major routes due to the quality of service provided and miles lost due to buses being dumped on the road by stressed out drivers.There is at least once a week a bus dumped on the road. 
This happens because of the inability of the drivers to see the live running time of the bus. The drivers are unable to see the live running time because the MDT (mobile data terminal) is showing the live time only when the bus doors are open and, right after the bus is moving, the MDT display is shutting off  automatically to prevent the bus driver to take his eyes off the road and to not be distracted by looking at it. 
As well, the MDT is above the drivers head, and in order for the driver to be able to see the running time, he have to look up and take his/hers eyes off the road which is not safe to do so.
I have came up with a few simple solution in order to resolve this stressful situation and which will result in a better service quality, better customer satisfaction, less stressed out drivers and as well in a less buses being dumped on the road.






Solutions:

Solution 1
One of the solution is that the controllers to stop calling the drivers all the time and instead to send them text messages. In this case the drivers are going to be less stressed out by approximatively 50% by the calls and if they are really concentrated on the road they can read the text message when they will be stopped at a bus stop. The disadvantage of this solution is that some drivers might be tempted to look at the message and take their eyes off the road which it can be dangerous for the driver and the passengers.

Solution 2
The second solution is that the management to make the MDT to not switch off automatically when the bus moves off and to show all the time the live time even if the bus is moving. This solution disadvantage is that the bus driver in order to see the live time, he have to look up at the MDT which that means he/she have to take their eyes off the road for a couple of seconds in order to see the running time and that, can result into a dangerous situation if something happens of the road and the driver is not looking at the road. This solution can reduce the stress up to 50% but comes with a higher possibility of accident due to looking up at the MDT.

Solution 3
The third and the solution is to install an dispositive inside the drivers cabin, next to the right mirror called ‘’mobile eye’’ which to display all the time live running time. Adopting this dispositive it can reduce the early running up to 80% because the drivers are going to see the time every time they check the mirror, and that is happening every 3 to 5 seconds resulting in a much better service quality, and reduced conflict between drivers and controllers to almost inexistent and a very low stress level among drivers. The disadvantage of this solution is money being invested. 

Solution 4
The fourth solution is to recalculate the running time from 07:00 to 22:00 (when the running time is way too much). To be taken roughly 10 minutes out from each trip and the 10 minutes to be given at the stand for the drivers to have a short brake to relax and have enough time to use the facilities. In this way the drivers will not have to stop very often, will have more time at the stand to relax and will reduce the stress and the conflict with the controllers.


Solution 5
The fifth solution is to recalculate the running time and be take out totally from each trip about 10 minutes from 07:00 to 22:00. As there are over 25 duties on some routes and more than 6 routes at a small garage, and the drivers are paid hourly the company will benefit from this solution (tangytango.proboards.com, 2012)
This solution will reduce the conflict between the drivers and controllers and the conflict between the drivers and passengers as well will increase the customer satisfaction and better quality service as there will be less need to stop due to less running time. 
The disadvantage of this solution is that this might result in drivers dissatisfaction as they will be working less hours (around 30 to 50 minutes a day) and will be less paid.  
A better service quality will result in cash bonuses from TFL to the company, which will attenuate the invested money in the dispositives for the buses. But this being a long investment it will actually transform into a profit in a short time. As well, adopting this solution it will result in less lost mileage due to buses being dumped by the drivers on the road, for which the company gets fined by the TFL. Installing this kind of dispositive on our buses will reduce the contact between the drivers and controllers which it will result into drivers not being forced to answer to controllers which means that they do not have to take their foot off the pedals in order to press the microphone button which is at the driver foot and this is going to increase the safety of driving.

Selecting a solution
As a best solution in the benefit of the company and at the same time reducing drivers stress and conflict between the drivers and the controllers, the best option it will be solution 5. In selecting this solution is going to benefit the company as is going to save money from reducing the running time from duties cards but at the same time this is going to increase the quality service, customer satisfaction and reduce the conflict between drivers and customers as well with controllers.

Solution implementation
The best way to implement this solution is to send a representative on the actual routes and to see the real time at different hours of the day as the traffic and the numbers of passengers is different in the morning, afternoon and evening, especially at the rush hours like 07:00 to 10:00 and 16:00 to 19:00. The real running time must be written on a paper and updated into the system for every route. Based on the results, it must be added between 3 to 5 extra minutes per trip for unexpected situations like people without oyster cards, asking for directions, wheelchairs etc.


Monitoring
Monitoring the effects of the solution it must be done by the controllers through the MDT to see if the busses are running early or late so it can be added or taken out time from duty cards to regulate the service. As well it must be monitored the QSI points to see if the buses are arriving on time.
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