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1. [bookmark: _Toc513215292]eXECUTIVE sUMMARY
The purpose of this report is to propose possible solutions to a problem faced using a real case study. This report will discuss the problem faced within the projects during the first semester, which was working with The Rising Stars Theatre Company. The main problem the group faced was having a lack of communication within the group, leading to a loss of productivity which was detrimental to the team as there was only a limited amount of time available to complete the aim and objectives.
	This report is based on The Rising Stars, who are a theatre company who teach children and young adults with learning difficulties how to perform in front of a live audience during two yearly shows. The charity is funded by the donations of the public through their shows, and fundraising events held throughout the year.
	The findings of this report were that because of a lack of communication between the team, this then had a chain effect on other aspects of the work. A lack of communication meant that some tasks were not being completed by certain team members on time which then had a direct impact on other tasks during the project.
	This report will also look at the various techniques used in order to fully assess and scope the problem at hand. These techniques include the Ishikawa diagram which is a cause and effect analysis, and also the Five Whys analysis.
	One of the best solutions which will be discussed in this report is to get to know team members better. This has been proven by other companies in the past that by having employees who get along ultimately leads to a better outcome at the end, and this outcome being of better quality.









2. IntroductionINTRODUCTION


2.1 [bookmark: _Toc513215294]Report Remit
The purpose of this report is to find various solutions to one core problem, along with applying the use of different theories in order to support the impact and risk of these decisions in conjunction with the problem at hand. This report will include the different techniques used to solve problems, along with an evaluation of each technique in order to show how it impacted on the solution to the core problem.

2.2 [bookmark: _Toc513215295]Brief background the organisation
This report will focus on one of the main problems we faced while working with The Rising Stars Theatre Company during the first semester. The Rising Stars was founded in 2007 upon the closure of ‘The Spotlight Theatre Company’. The group was founded with a total of 15 members but have since grown to have around 34 members. There are approximately 1.5 million people in the United Kingdom who have learning difficulties, therefore this charity is doing a lot for the community as well as helping these people to improve their confidence on stage. (Mental Health Foundation, 2011) The Rising Stars are a not-for-profit organisation who help children and young adults express themselves through performing arts. This company relies on the generosity of the public by giving donations and appearing and performing in fundraising events in order to gain extra funds. The Rising Stars meet weekly in order to practise for their upcoming shows, as they hold around 2 shows a year alongside performing at special events and for fundraisers. (The Rising Stars, 2017)

2.3 [bookmark: _Toc513215296]The problem
The core problem this report will be focusing on is the lack of communication among team members while carrying out the project with The Rising Stars during the first semester. The general lack of communication between team members meant that this had directly affected the group’s productivity, efficiency, and the quality of the outcome at the end of the project. As this project only lasted a short amount of time it was crucial to be able to communicate effectively in order to complete the main aims and objectives that were set with enough thought and planning gone into succeeding them. Communication between team members is one important factor, if not the most important to achieving an effective outcome, and according to Gilligan et al. (1983) “An important determinant of group effectiveness is the pattern of communication that exists” (Neale, et al., 1983, p. 44). The team had very little pattern of communication especially during off term times. There was a major lack in communication between team members, and this was shown especially during weekends and over the Christmas holiday period. As the time off totalled roughly 3 weeks over Christmas the team members did not have a chance to meet up. The team members who were working on this project lived afar from the university as some members were from the Welsh Valleys, and Northern Ireland. As a minimum of 5 objectives were set in order to reach the main aim, it was important that the team communicated effectively in order to be able to complete these aims and objectives in the time frame given. This was difficult to complete as a group because of the lack of communication, and face to face interaction, and this then led to different people taking charge on different aspects of the work instead of having one main team leader. Due to bad communication from certain members of the team, this then had a direct impact on everyone else as tasks were not being completed on time as 2 or more people were working on one aspect but living miles apart.4
PROBLEM SOLVING TECHNIQUES


3. [bookmark: _Toc513215297]Problem solving techniques
This section of the report is going to look at the various techniques that will be used in order to eliminate the problem at hand. These techniques will be used to back up the various possible solutions which will be discussed in section 3.1 and 3.2 of this report. 

One of the problem-solving techniques that will be used in this report is the Five Why’s Analysis. The Five why’s technique was invented back in the 1930’s by Sakichi Toyoda, and according to Dwight et al. “the five whys help identify root causes of problems. The method helps managers discover factors contributing to a program, around which solutions can be formulated.” (Dwight, et al., 2016, p. 25) Therefore, this technique will be useful in order to give a step by step proses by which the main problem can be solved.
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Figure 1 – Fishbone Diagram (Yazdani, et al., 2012)

Another problem-solving technique that will be used in this report is the Ishikawa diagram, also known as the fish-bone diagram, which was developed by Kaoru Ishikawa who in Japan in the 1960’s pioneered quality-control techniques. This diagram is also known as a fishbone diagram because of its representation of a fish, with the head representing the main problem at hand. (Wong, 2011)
According to Ilie and Ciocoiu (2010), “The fish bone diagram is an analysis tool that provides a systematic way of looking at effects and the causes that create or contribute to those effects. Because of the function of the Fishbone diagram, it may be referred to as a cause-and-effect diagram.” (Ilie & Ciocoiu, 2010) The diagram above supports this theory as it shows that on the head of the fishbone lies the main problem which is trying to be solved, along with 4 possible contributors which could be one of the possible causes of the problem.

3.1 [bookmark: _Toc513215298]Solving the problem
This section of the report will concentrate on solving the main problem, which was the lack of communication among the group. While working as a team in order to reach common aims and objective it is key to communicate effectively in order to reach the target as effectively as possible. The Katz Business School of The University of Pittsburgh conducted a study whose results:6

“rated communication skills as the most important factor used in selecting their management staff. The study found that oral and written communication skills were important in predicting job success, as was the ability to communicate well with others in the workplace” (McPheat, 2010)
This then shows that in order for a group to reach a common goal effectively, communication is ultimately one of the factors that determine whether the solution to the problem is success or a disaster.
	One of the major problems that faced the group was communication therefore this resulted in a failure in certain tasks. The group had set out to achieve one main aim, while completing objectives to reach it. Unfortunately, only three out of five objectives were completed, and one major determinant which ultimately stopped us from completing these objectives was the lack of effective communication with the group and The Rising Stars Theatre Company.

Implementing the Ishikawa Diagram with the problem at hand
The diagram below shows an example of the Ishikawa diagram relating to the main problem the group faced during the project:
Phone and Internet

Lack of Clarity

Some members not understanding the tasks
People staying in hotels therefore no Wi-Fi



Broken Phones

Lack of communication

Clash of opinions between team members

Team members going home for Christmas.


Pre-booked holidays during term times.

Location of team members
Disagreements

7

As the problem the group faced was lack of communication, this fish bone diagram shows the root causes of the problem in order to determine other various techniques to solving the main problem. The 4 main causes of the problem were
1. Team members locations – some team members went home during Christmas and therefore the lack of face-to-face communication had a big impact on the project at the time.
2. Disagreements – As some team members were away, other members had to change their job role which created disagreements among the group leading to a decrease in productivity.
3. Phone and internet – As team members were away on holiday over Christmas, it was difficult to get contact with them at certain times. Also, as the Rising Stars only meet up weekly it was difficult for us to get in contact with them during this time.
4. Lack of clarity – As university broke up for Christmas holiday some team members were unsure of their tasks to complete leading to a major increase in productivity.

This Ishikawa technique is effective as it focuses directly on the causes of the problem and not on its symptoms. (Project Management Skills, 2018) Therefore, its useful to this problem as there can be many causes to a lack of communication within the group, and by doing a fish bone diagram it helps to underline the main causes which can be addressed to solve the problem. Although the Ishikawa is a good tool in order to aid with decision making and problem solving, there are some limitations to the technique. A limitation to this diagram is that the causes are equally weighted. Thus, meaning that the diagram does not emphasise the main cause in the diagram, they are all treated as being equally as important. (Dearlove, 1998)

By looking at the Ishikawa diagram, it shows some of the main causes that could have resulted in the lack of communication between the team. One of the main causes was the location of team members during holidays. From this, the 5 Whys can be used to try to determine why this could have impacted on the lack of communication. An example of the Five Whys could ask ‘Why were some of the team members not available for face to face communication during holidays?’. The answer to this question would be that as the group were not a professional organisational group of employees, they all had their own lives and lived apart from each other therefore this made it difficult to communicate face to face. The Five Whys can be elaborated on much more as questions become available after responses leading to a discussion on why the problem got out of hand in the first place. This technique is effective and easy to carry out by organisations, as it does not require resources or monetary funding. (Adams, 2008) The only limitations to this theory is that it can sometimes be vague depending on the root cause. If a ‘Why?’ Was conducted on laziness for example, then this does not have as many possible answers as other causes. (Kohfeldt & Langhout, 2012)8


As lack of clarity was a direct effect on the lack of communication between the group. One possible solution to this problem could be to assure that everyone is aware of the common goal that is trying to be achieved. As some members were not fully aware of the aims and objectives the group were trying to achieve, this then led to them putting minimal effort in to attempt to communicate with the rest of the team. According to Hayes (1997), “Communication is probably the single most important factor for establishing cohesion among team members. It is vital to make sure that each team member realizes how every other person contributes to the task which the team has to do.” (Hayes, 1997, p. 41). This then shows that by having a lack of communication between team members, this has a direct effect on the group’s overall productivity and the quality of the final outcome.

Another possible solution could be to get to know each team member well. When the group started this project together, all members all came from different places, had different beliefs and values, and backgrounds, therefore if the group had done more team building activities together in order to get to know one another more, this could have impacted on the delivery of our project. The question ‘Why did the team members not get to know each other?’ could be asked in this instance using the Five Whys technique, and the answer would be that some team members were not confident enough to talk openly with other members, which then resulted in a lack of communication within the team. While working with The Rising Stars, the group should have gone to more of their sessions to gain a better insight about the group and build friendships in order to help with the implementation of our project. Although this solution could prove to be a success if we ever did the project again, but as the group only had a small timeframe to complete the project it would have been difficult to organise various non-curricular events in order to boost team morale. (Lacomb, 2018)9
PROBLEM SOLVING IMPLEMENTATION


Another possible solution to the problem is to take full advantage of all social media platforms available. As some team members were unable to make some group meeting that were scheduled, the team had very little face to face communication. Many people, and even businesses currently take advantage of social media to communicate with their employees, whether it be by email, WhatsApp, or text messages. Using these platforms has been proven to be a success by various companies. With regards to using it within a team has been tested by an NHS Orthopaedic Team who use WhatsApp as a communication tool to speak to each other when talking face-to-face is not possible. By using WhatsApp, they had sent over 5492 messages over a 6-month period which shows how effective these platforms can be to reach people even if they are miles apart. (Prasad, et al., 2017) This could have majorly impacted on the team’s communication during the project as if we had spoken over social media while we were all away, more tasks could have been completed on time resulting in the aim and objectives being met.

3.2 [bookmark: _Toc513215299]Problem solving implementation
The best solution in order to solve this problem is to get to know each team member better. If team members got to know people better than this would have a massive impact on the overall productivity, as a group of people who know each other can create better outcomes in the long run compared to team members who do not. According to Mullins (2016), “How we communicate to our colleagues, boss, subordinates, friends, and partners will depend on our perception of them, on our ‘history’ with them, on their emotional state.” (Mullins, 2016, p. 203). This suggests that if the group had known each other better before starting the project, then their relationships would be stronger leading to a better communication between one another.
	It is difficult to measure the success of this solution as the project would need to be carried out again in order to see if by having a better friendship with team members that this increases the productivity of the team. Nevertheless, if the team were to do the project again now, after knowing each other longer, then this would assure that all team members’ morales will be more work related and therefore lead to a better outcome. (Dwumah, et al., 2010)10
PROBLEM SOLVING IMPLEMENTATION

	In order to be able to fully solve this problem, certain steps should be undertaken in order to get to know each team member better. This could be done by team building events, day outs, or simply by talking to one another about their personal lives. Team building events have proven to be a success with many organisations including within a radiology team, who discovered that “Each change requires a move from something predictable to something new and familiar”. (Ireland, et al., 2017, p. 400) This then shows that if the group had familiarised themselves with each other this could have majorly improved the overall productivity and final outcome.
	This problem did not only impact on the team, but it also had an effect on The Rising Stars and the university. As the team were not communicating effectively this then impacted on the delivery of the group’s help during The Rising Stars’ weekly sessions, as some team members were not turning up due to them not getting in contact with the team leader. As The Rising Stars perform 2 yearly shows they must assure that enough practice is vital, therefore if the group would have communicated better, it would have meant that The Rising Stars would have had more support. (Cameron, 2017) The two main stakeholders to the project would be the university and The Rising Stars, therefore if this solution was to go ahead, it should be mentioned to these two organisations., as they would have an interest in whether this technique worked or not
	If this solution was to be put into action, then this would require certain time frames before the actual undertaking of the project. Team members can get to know each other within a few days or weeks of working with each other, so there would be no need for a long amount of time to get to know each other before the project started. The resources needed for this solution would be limited as it is all about face to face interaction, but while this is not possible having group chats on various social media platforms can help to better the overall communication within the group.
	This solution is also difficult to monitor because different team members might have stronger friendships that others resulting in them communicating well, but all team members must try to get along with one another in order to ensure that the overall productivity is high, and that all aims, and objectives are met within the time frame given. According to a study carried out by the University of Kansas it on average takes 50 hours to become friends with someone else. Therefore, if team members made more of an effort to get to know each other, then this could have resulted in a better outcome for the whole project. (Hawk & Tom, 2018)11
CONCLUSION


4. [bookmark: _Toc513215300]Conclusion
EXECUTIVE SUMMARY


SOLVING THE PROBLEM


[bookmark: _Toc305165507]By looking at various solutions to this problem the group faced while undertaking this project. The best solution to the problem was to get to know each team member better. This solution could prove to be a success as friendships between team members had been formed after the project was over. The proposed solution is also effective as there is no need for any money to be spent on additional resources in order to solve the problem, it is all to do with working well within a team in order to prove the productivity of the team, ultimately resulting in a better outcome if the project were ever to be completed again12
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