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Introduction:

Throughout this report I will be show how I identify, analyse and find solutions to a complex problem within the workplace. To start the process of solving a problem you must first recognise that there is a problem to solve. By monitoring performance throughout the business and listening to other employee’s or those more qualified it build a team of effective communication to make decisions. To establish a creative problem-solving environment will have many benefits on the company such as improvement in quality of work/service, improved employee performance. By sharing work related issues, working together to create solutions will boost morale, improving skills, knowledge and experience.

The issue the business is facing is lack of staff and no availability to cover sickness/shifts. This has been an ongoing problem for the last 3 months and has had a significant impact due to it being so close knit. As it is a small café it is vital that I have team members that are reliant and at times can be flexible. Although we try to structure the rota as fair as possible, lately with the disturbance in the routine it has not been a healthy balance for everybody.
Those affected by the business is myself as a business owner along with staff and the standards of the business. Staff are feeling overworked, tired, having lack of concentration/energy during their working hours. From having staff meetings, I was able to identify the main problem in the business being lack of staff. The affect this has had on JJ’s café is that the general standards have slipped which was noticed upon myself lately and this was brought to my attention further during an environmental health inspection, leaving us with a score of 3 from a 5. I was left feeling deflated along with all other staff members in the team as our last score was 5 and always have high standards. The change of score was due to incomplete paperwork, and did not have any connection to the hygiene standards of the kitchen and food we serve. A rescore will take place in a few weeks which gives me time to address the problems that have been identified. 






















                                                   

























To analyse all the information, I could gather on the problem itself I used mind-mapping as a way to breakdown the issue and look at ways to improve. By breaking down the issue into smaller sections it can help have a clearer view on what the route cause is and how to avoid/change methods going forward. 

Using the fishbone analysis also referred to as Ishikawa, to identify the possible causes of the problem I was able to look clearly into the factors that make the issue in order to work at solving it.                                                                               














“A cost-benefit analysis is the process of comparing the projected or estimated costs and benefits (or opportunities) associated with a project decision to determine whether it makes sense from a business perspective.” (Havard,2019). Using a ratio from 1-5 to rate the importance and benefit. 1 being low and 5 being high rating.
Environmental health inspection score not what we hoped for and not a true reflection on the business as a whole, due to lack of/incorrect paperwork.
Staff feeling that they do not have a healthy work-life balance as they are working their regular hours, as well as covering sickness.
Current staff are overworked, and morale is low.
Having to hire unexperienced staff on short notice which puts the business at a disadvantage.
Staff are feeling tired, stressed, depressed, with lack of motivation, finding it hard to concentrate.
Lack Of Staff Members/No cover for sickness.
Increased workload for current members of staff. Need extra help to handle the workload.
Mistakes on orders/standards have dropped. Missed phone calls.
No customer communication plan put in place. Interact through social media most of the time.
Add more staff.
Method: When café is busy, unable to take calls/miss them. Affects opportunity for business and finances.
Machine: I have no automated response system or way of tracking missed calls. 
Struggling with tiredness, lack of concentration, anxiety/depression. More sickness from staff.
Material: Only 1 landline available to contact the café. Just-Eat can sometimes be unreliable.
Lack of staff members/workload too high.
Human: Not enough staff to cover the volume of work.
Environment: low morale and poor work life balance.
Can’t multi-task in the kitchen as well as take phone calls.

	
	Cost
	Environment
	Material
	Method

	Weight (Importance)
	
	
	
	

	Hiring extra staff
	5
	5
	2
	4

	Adding extra phone
	4
	4
	3
	3

	Add extra booking system.
	3
	3
	3
	3

	
	
	
	
	



The solutions would be Hiring more members of staff, structuring the rota fairly, adding another phone to the property, Structure a way to contact customers online through social media. Based on the information collected previously feel that it would be a case of trial and error to find what will fit the business the best moving forward. Hiring more staff members would affect the business positively as it will reduce the workload for the current staff members, along with give us the ability to structure the working hours evenly and fairly between everybody, with the intention to have a healthy working environment.                   
To monitor the process and find a solid solution to the problem I used the Gantt chart method, named after Henry Gannt, 1910. Which is defined as a graphical representation of activity against time, helping professionals monitor progress.

	Monday-Friday.
	
	WEEK1
	WEEK2
	WEEK3
	WEEK4
	Estimate of time.

	Human
	This will be completed by myself as the owner of the business.
	Look at finances to calculate the cost of adding staff members.
	Create advertisement for job.
	Hold interviews, advertising for 2 candidates.
	Select two new members of staff and provide them with all training necessary.
	4 weeks.

	Environment
	All staff will be required to attend the meetings held and the policies put in place.
	Identify all issues with staff and assign roles to individuals.
	Work out set days for staff members/fair rota.
	Monitor attendance/sickness in the team. Look at a Holiday/Annual leave policy to ensure that staff are having fair treatment.
	Continue this plan along with weekly checks that all paperwork is being completed correctly.
	Weekly checks on staff members.

	Material
	I will be assigned this role to ensure that it ties in with the current lines I have set up in the property.
	Add another Mobile to the business in order to take more calls.
	Set up number and make it available to customers.
	Structure deliveries in a simpler form. Assess whether working/delivery hours times need to reduce.
	Monitor delivery time and profit since these changes, look at the benefits and disadvantages of the way we work.
	Have additional number active in 4 weeks’ time.

	Machine
	Another member of staff will complete these tasks and monitor the issue.
	Enquire into ‘Just Eat’ or other companies/Different booking system.
	Update our profiles and booking system/share with our customers.
	Promote the business steadily on social media with booking system.
	Assess the number of bookings and compare. Monitor progress.
	4 weeks.

	Method
	
	Weigh up the social media aspect and what we can improve on and how to grow the business on social media to reach others.
	Identify best marketing strategies, and what platforms we have the most interaction with.
	Advertise the business consistently and continue to monitor the process weekly. Look at algorithms and how they work.
	Be active on social media by posting regular content and communicating with customers. Set up better system on taking bookings through social media to ensure orders do not get missed.
	Weekly. 1 year process.



Success for my business would be our rating returning to its original score of a 5, and aim to have the booking systems running smoothly, with no orders getting missed or incorrect. I aim to look at the comparison from now and 6 months’ time to see the process that it’s made. The Steak holders are those who help and contribute to the business being open. Such as suppliers/warehouses, family, local community, customers, friends. The Shareholders are the local council, any person who is invested into the business through shares. As a whole stake holders tend to have more commitment in the success, while shareholders have an interest in the profits that can be gained along with the financial aspects. From my research it has shown that “Developing ethical models and practices can boost a company's revenues, profits, and share price.” And concerns all employees, customers, society, environment, shareholders and stakeholders. With the café being a limited liability company, it means that personal assets are better protected, it is completely separate and has no involvement. Meaning that if the business was to not be successful then companies and banks could not gain possession of your personal belongings.

I will continue to communicate with the following:
- Staff members
- Customers
- Suppliers and warehouse deliveries.
The stake holders will want to be kept informed of the updates of the business growing and would have an interest in the financial aspects and how to improve them. By completing the plan previously explained it will give me an idea on where the business will be in the next few years and where I will make profit. To communicate effectively I usually speak via phone call or in person as it is quicker, but with certain orders and finances it would be completed online. I will be in contact regular once a week to make the orders needed and will watch my usage of stock over several weeks. Big companies such as Apple have multiple investors and shareholders with a worth of $3.035 Trillion. (Forbes,2024). With a structured marketing strategy making them the most successful and biggest company in the world.

To ensure that the business is running correctly, and that progress is happening, I will review these charts and make comparisons. Having regular monthly/bi-weekly debriefs at work it will help reduce tension in the environment and help get to the root cause. To try to complete this I plan to use the 5 Whys analysis, where you ask Why until you complete the process and take right actions necessary. Giving an example of this would be:
Why did we miss 2 deliveries today? We were extremely busy and couldn’t get to the phone. Why couldn’t we reach the phone? Workload too high for number of staff. Why was the workload too high? Due to sickness. The ‘Five Whys’ can be used during or after projects and is used to understand the progression and why something is not working correctly and intentions/plans moving forward.
 Assessing if the rota works fairly and check with staff members on how they are feeling. Communication in the workplace is essential in order to build healthy professional relationships. Effective communication in the workplace is delivering the message, having conformation that it is understood what has been said/or expected, explaining it in a way that they understand. By comparing the reality of the situation to the Gannt chart, I can check whether each person including myself is completing all tasks on time and sufficiently to ensure that everyone is providing their highest standards when at work. By having regular feedback from staff, customers and holding meetings it is easier to find possible barriers and prevent them from happening. Communication through staff helps relieve tension that’s built up due to high workload. The responsibility will be assigned to myself, Clare and Wayne due to holding the most experience in the business. 

Conclusion 

In Summary I was able to look at a workplace complex problem and break down the underlying issues. Through using the Gantt chart method, and the fishbone analysis I could create an action plan of the progress in a step-by-step format. By finding the problem, the scope and impact I analysed information which was relevant to the problem and found solutions having looked at the resources available. Assessing the reality to the potential and the standards we are aiming for requires structure and consistency. I found these methods beneficial to structure an effective plan to move forward and solve the problems affecting the business.
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