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[bookmark: _Toc513233234]Executive Summery 
This report starts with an explanation of what is required. The introduction then continues to explain the organisation, Llys Nini. The problem to be solved is then explained. With reference to how the problem effects working of the business in day to day work.
Problem solving techniques is then introduced as a concept and the five why method is discussed and applied. This results in the realsiation thqat Llys Nini cant affort to pay volunteers for their role or officially hand the role over ot the staff. The Ishikawa Diagrams are then applied considering the causes and effects of the equipment, the processes, the people, the materials, the environmental and the management. From these techniques ‘root causes’ kof the problem were realsied and summerised.
This lead to the crafting of the proposed solutions. These are; Abandoning Volunteer Jobs, using Assigned Schedules and using an Online Booking System.
[bookmark: _GoBack]An implementation plan was then discussed laying out how to carry out the decided solution. The plan includes how to monitor and review the plan to ensure it works.


[bookmark: _Toc513233235]Introduction
[bookmark: _Toc513233236]Report Remit
This report sets out a complex problem from a workplace explaining its scope and impact. All information is analysed to fully identify the problem. Several proposed solutions are then analysed under decision making techniques to identify the most appropriate solution.
A detailed plan of implementation to solve the problem is then created about appropriate monitoring and reviewing techniques which should be carried out to ensure a successful implementation of solution. 
[bookmark: _Toc513233237]The Organisation
The organisation chosen for problem solving is Llys Nini. Llys Nini is an animal center located in Swansea. Although Llys Nini employ paid staff, they rely on volunteers to help with the daily tasks such as dog walking and car socialisation.  
[bookmark: _Toc513233238]The Problem
Although Llys Nini’s volunteer sign-up list is full, but they don’t see the same number of names on this sheet as they do around the site. This means that they have volunteers signed up who don’t turn up. This causes issues for the staff as they rely on the volunteers to do the simple jobs, such as walking, grooming and socializing, to allow them to get on with their jobs such as feeding, medication and cleaning. Without the presence of these volunteers, the staff are unable to perform their jobs, therefore hindering the level of care the animals receive.
Another issue caused by the lack of active volunteers is the unpredictable patterns the volunteers attend. There is no system in place to organise when volunteers will be in. this causes two issues. Firstly, when volunteers don’t turn up the staff have to cover the volunteer’s jobs as well as their own. Secondly, to many volunteers turning up on one day to find out they’re not required.
[bookmark: _Toc513233239]Problem Solving
The problem-solving techniques will identify the root causes of the problems and therefore aid in finding a solution.
Essentially, there are four basic steps to solving a problem; Firstly, the problem needs to be defined. Secondly, alternatives to solve the problem are created. Thirdly, the alternatives are evaluated, and the best is picked. Finally, implementing the problem.

[bookmark: _Toc513233240]Problem Solving Techniques
There are several popular problem-solving techniques which can be adopted. The five why’s is a simple method to used to understand a problem.
[bookmark: _Toc513233241]The Five Why’s

[bookmark: _Toc513233242]The Model
The model is very simple; ask why five times.

[bookmark: _Toc513233243]Applied
Angle one:

Summery: the centre isn’t in a prime location
Angle Two:

Summary: Llys Nini cannot afford to have the volunteer roles as paid roles and so rely on dedicated volunteers


[bookmark: _Toc513233244]Ishikawa Diagrams
One type of problem solving technique is an Ishikawa diagram. Also known as a herringbone diagram or a fishbone diagram, the diagram was made popular by Kaoru Ishikawa through use in quality management. This lead to Ishikawa becoming one of the founding fathers of modern management (Rusczyk & Lehoczky, 2006).
[bookmark: _Toc513233245]The Model
The Ishikawa model considers the equipment, the processes, the people, the materials, the environmental and the management and the causes, and effects of each of these sections to determine how these effects the problem. The model allows for consideration of the primary causes as well as the secondary causes, allowing for deeper analysis. 
[image: ]
Figure 1 - Illustration of an Ishikawa Diagram
[bookmark: _Toc513233246]Applied
When applying the model, the six sections need to be considered with the causes of the problem and the effects of said causes.
Equipment
Cause: Online database of signed up volunteers
Secondary Cause: Filled with non-active volunteers
Effect: no new volunteers are recruited as it seems there are enough

Process 
Cause: Hand written volunteer signing in sheet
Secondary Cause: not updated regularly enough 
Effect: lack of knowledge on volunteering patterns on each day


People 
Cause: volunteers not turning up
Secondary Cause: staff have higher work load
Effect: jobs don’t get completed

Materials
no causes or effects could be found for this section

Environment
Cause: bad weather
Secondary Cause: volunteers are reluctant to come in or can’t make it in
Tertiary Cause: staff have to pick up jobs
Fourth Cause: staff have higher work load
Effect: jobs don’t get completed
Cause: poor grounds (uneven ground, muddy, etc)
secondary Effect: volunteers unable to work in poor condition
Tertiary Cause: staff have to pick up jobs
Fourth Cause: staff have higher work load
Effect: jobs don’t get completed

Management
Cause: lack of dedicated volunteer role
Secondary Cause: issues with volunteers get missed
Effect: issues don’t get followed up and therefore don’t get resolves

This problem-solving technique allows for full understanding of the problem, so it can be seen where the issues come from.

[bookmark: _Toc513233247]Root Causes
a. the centre isn’t in a prime location
b. lack of funding
c. volunteer database is filled with inactive volunteers
d. staff taking on too much work
e. lack of volunteer managerial role
The main root cause, which largely outweighs the others, is d. staff taking on too much work
From this, solutions can be crafted.

[bookmark: _Toc513233248]The Solution
[bookmark: _Toc513233249]Proposed Solutions
From working with the problem-solving techniques, the problem was clearly understood. 
[bookmark: _Toc513233250]Abandoning Volunteer Jobs
Volunteer roles are abandoned. Staff will be employed to work more hours to cover the volunteer’s jobs.
This solves root cause a, b and c but will increase root cause d.
[bookmark: _Toc513233251]Assigned Schedules
Active volunteers are assigned schedules for blocks to complete their jobs. Once a volunteer has been inactive for a set period, with no validation as to why, they are formally removed from the active volunteers list.
This solves root cause d.
[bookmark: _Toc513233252]Online Booking System
Active volunteers can see when space is available with an online booking system. Slots for the jobs can be selected and reserved. (Similar to solution two, but online and selected by volunteers) Once a volunteer has been inactive for a set period, with no validation as to why, they are formally removed from the active volunteers list.
This solves root cause d.
[bookmark: _Toc513233253]Deciding
The ‘abandoning volunteer jobs’ option causes more problems than it and actually goes against root cause d, the most important root cause.
Assigning schedules would work well but an online booking system would work better as it give more flexibility to the volunteer

Solution decided on: Online Booking System
Active volunteers can see when space is available with an online booking system. Slots for the jobs can be selected and reserved. (Similar to solution two, but online and selected by volunteers) Once a volunteer has been inactive for a set period, with no validation as to why, they are formally removed from the active volunteers list.




[bookmark: _Toc513233254]Implementation Plan
To implement this solution, a page will need to be set up on the pre-existing website with a calendar where volunteers can log in to book section of the day where they will commit to volunteering. Whether that’s dog walking, cat socializing or working with the small animals. 
The volunteer database will be scrapped to eliminate the non-active volunteers. Active volunteers will be asked to ‘sign up’ again when they come in and told about the new system. 
[bookmark: _Toc513233255]Monitoring and Reviewing
To monitor this system, the webpage will be checked daily to see if enough volunteers have signed up for the next day. If there aren’t enough, reception will call or email the volunteers to request someone to come in.
To monitor ‘active’ volunteers, volunteers will be given a month idle period before they are contacted about their role and whether they can commit to keeping it or not. This month period starts from 24 hours of their last shift, unless they have given notice to reception of their absence
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poor weather
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issues with getting to the centre


Why?


it could be dangerous to travel


Why?


the centre isnt in a prime location


it needed to be on a big farm base


The Problem


not enough volunteers show up



Why?


no obligation from the vounteers


Why?


Why?


no contract or structure


Why?


theyre volunteers, not a paid role


Why?


the centre cant afford to pay them


Llys Nini is a small unfunded (bythe RSPCA) charity


The Problem


not enough volunteers show up
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