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[bookmark: _Toc16784898][bookmark: _GoBack]Executive Summary
There have been a wide range of problems arising at the workplace. The scope of this report is to explore and discuss these problems and to discover possible solutions. It was observed that there were failing in certain areas that was causing decreased revenue.  Further investigations and analysis will be required to understand and evaluate on how to improve the company and its workforce.

[bookmark: _Toc16784899]Introduction
Nursery X is one of four family ran day nurseries and preschools, all based in London. They have founded their first nursery over 25 years. Shortly after three other nurseries opened all around London. The clients are babies and children from ages 3 months to 5 years old. The company became established as a business from 1988 to 2017 in another name, before changing the brand name and ethos. The nurseries had been growing in strength at the beginning of its time, but recently there has been a cause of concern with Nursery X. The children on roll have fallen by half and there are several factors which is affecting Nursery X and this is resulting in extremely negative consequences for the company as a whole. The decline is worrying as this is a private profit making nursery.  During this report I will be exploring the key factors/problems that are causing concerns,I will analyse and elaborate on why these problems need addressing, i will be exploring several different tools that could be applied, and I come make suggestions on which tools would be valuable in helping with giving solutions to the company.

[bookmark: _Toc16784900]The Setting
The company here is a private day and preschool nursery which can house up to 56 children, ages between 3 months to 5 years. There are 16 members of staff including the manager, deputy manager, chef and cleaner. The nursery has 2 students who would come every other week.  The nursery consists of 4 rooms, 2 baby rooms, toddler room and preschool.
On a busy day during the week, Nursery X is only taking in only twenty children maximum. Only 1 member of staff is trained in First Aid in each room (which has now changed to being a mandatory requirement for all members of staff to have First Aid, Food hygiene and Safeguarding training). Alongside this, only a few members of staff held a Level 3 childcare qualification.  It was evident that staff are not satisfied at their job role, as there is an extremely high turnover of staff every few months. There is also no formal training on general hygiene around the nursery for members of staff who change nappies or prepare babies milk in the kitchen.

[bookmark: _Toc16784901]Problems
Problem solving and decision making is critical in our everyday life, we used it for various reasons throughout our lives, be in personal or professional.
The setting has been running for several years in the same building. Although clients/parents have generally been happy with the running of the nursery and how their children are taken care of, there have not been many recommendations to other parents and few complaints, therefore no new children are signing up to attend.
Here is a list of problems that I have come across within this setting:
[bookmark: _Toc16784902]High employee turnover and low moral
There is quite a high turnover with members of staff in this setting. Neary every other day the manager or deputy manager is calling an agency company to send them extra staff for help. This puts strain on staff, especially on the small number of remaining staff, as bank staff are not familiar with the children or parents, their daily routine, nor the routine of the nursery. Staff end up having to take on additional responsibility and this affects their moral, as there is no support. Staff are expected to just ‘get on’ with the tasks. Without good support staff are overwhelmed and take on the decision to find work elsewhere. This also lacks staff to focus on other aspects of their work. The parent’s notice boards are not up to date, neither are the children’s display boards. Staff are also behind on writing in children’s learning journals and observations are not completed on time.
[bookmark: _Toc16784903]Poor leadership
Each room is usually designated a room leader. There are 3 room leaders, deputy manager and a manager in the management team. Due to a high turnover of staff there are issues with leadership within rooms. Most of the time, room are left without a leader and so staff take it upon themselves to take charge, this creates disharmony amongst those who do not agree with certain issue that arise. Most of the staff in employment are unqualified or gaining a qualification towards a level 2. Not having a qualified level 3 room leader/deputy nor a suitable qualified manager can lead to discord within a team. Staff do not always go to the deputy or manager with any problems or issues as the management team are already under pressure with workloads or at times staff do not feel like they are being heard. The impact this had is paramount to the company, as no one wants to work for a company were they are not valued.
“Understanding dynamics of behaviour in the workplace is essential to achieving personal success, as a manager and general success for the organisation” (Greenberg, 2010)
[bookmark: _Toc16784904]Lack of Clients
The nursery setting is not at full capacity. As this is a private profit making nursery, it is not good for business particularly as the nursery is being rented privately too. So far only one of the baby room is being used and the toddlers and preschool now share a room. This is due to lack of children signing up and attending the nursery. Lack of children will result in a decrease of revenue. There could be many factors of why there are low number of clients. This would need to be investigated, most importantly asking the clients themselves would be a good start.
[bookmark: _Toc16784905]
Suggested Solutions
A list of possible solutions;
[bookmark: _Toc16784906]Client incentives
It would be in the best interest of the company to have a few incentives for the clients. Clients have previously complained of the time frame while dropping their child off to nursery and making it to work in time and running late for pick ups too. It would be beneficial to consider opening the nursery earlier at 7:30 and closing the nursery a little later at 6:30. This would allow working parents enough time for both drop offs and pickups.
It is valuable to keep a strong and positive parent-nursery relationship. What would help to form and expand this relationship, would be having coffee mornings once a month. There could Mothers’ days and Father’s day breakfast mornings, where children make a gift for their parent beforehand and gift it to them on that day. The nursery has the open door policy were parents are welcomed to pop by anytime of the day to see their child. Although this policy is there, not a lot of parents have the time to pop by during the day. So to keep communications open, it might help if parents could email, phone or tell a member of staff of any events from the weekends, child’s current interest, or any other queries they may have.  Parents can be encouraged to come in and do activities with a group of children, read a story or simply just spend time with their child and watching them play in the nursery setting. A graduation leaving party/picnic (weather permitting) is a great idea for parents to be involved. Having termly parents evening will also keep parents up to date with their children progress, while getting to know their child’s key worker and discuss any issues or queries they may have. Creating a positive environment and having a few incentives will keep clients happy and they are more likely to recommend the nursery, especially if they feel a positive connection with the nursery and the staff.
[bookmark: _Toc16784907]Staff incentives
Staff incentives are a great idea Here are a few suggestions on to how to keep staff happy and how to keep the high turn over to a minimum.
Having a staff recognition box with notes from other members of staff, nominating a colleague for staff of the month. Then going onto rewarding the member of staff with a day off (within that month) or cash incentives, for example high street vouchers. May also consider other rewards, for example for best display board or best activity idea.
Another staff incentive would be to have an extra holiday for long term staff. After 2 years of service, add an extra day of holiday for every year after that. This incentive could keep staff working for the company for longer.
During weekly staff meetings, providing staff with a takeaway of their choice may help with the team bonding. The company could look into organising and arranging social days for staff once a month, could be an on-site activities, bowling, lunch and so on.
Funding and encouraging staff to do their level 3 is useful to both staff and the company. The company should give staff the occasional ‘study’ day off to help with their studying.
The company could also talk to a local gym and see if their staff could get discounts off, encouraging staff to take care of their health.
Offering staff with children the option to bring their children to work by offering a 50% discount on the nursery fee.
“About two thirds of today’s companies have some sort of formal program in place to help employees with various problems they may face in their personal lives. Such efforts knows as employee assistance programs (EAPs)” as stated by (Greenberg, 2010)
[bookmark: _Toc16784908]Staff training  and employment of appropriate qualified management team
Staff work very hard at the setting, but without the right training most of them will feel uncertain in unfamiliar situations. A few trainings needed for every staff is; First Aid, Safeguarding, Food hygiene, Prevent duty, FMG, and British value. There are many additional trainings based on personal choices, for example, if the key person has a child with special needs, s/he could go on a special needs training to get better understanding of support the child and their development in a nursery setting. With these trainings, staff will feel more confident with dealing with an situation that may arise. It also helps the company to keep their staff up to date, as parents will feel the added benefit of confidence that they are leaving their child in experienced staff and a safe environment.
It is imperative to make sure the management team are strong and fair. For this to happen the manager, deputy and room leaders need to have a good qualification that can help achieve this, their theory should be reflected into practice. It is also important have some relevant experience for dealing with all aspects of leadership including conflict and managing positive/negative behaviour. Only when there is a solid management team, can staff feel confidence and pride working along the company, with seniors who make them feel valued and are professional in their work.
“The Early Years Foundation Stage (EYFS) sets the standards that all early years providers must meet to ensure that children learn and develop well and are kept healthy and safe. It promotes teaching and learning to ensure children’s ‘school readiness’ and gives children the broad range of knowledge and skills that provide the right foundation for good future progress through school and life.” (Foundationyears.org.uk, 2019)

[bookmark: _Toc16784909]Marketing
For the company to increase its revenue and to attract more clients, they need a different approach when marketing. There are plenty of parents now using social media and the internet. This can be an advantage for the company. Advertisements can be done through Twitter, Facebook and other social media outlets. Parents should be encouraged to leave a review on the nursery website or other blogs and webites such as Mumsnet. The incentives they offer should be highlighted to attract clients’s attention. Having a strong and positive relationship with the parents/clients is vital on getting clients through word of mouth and recommendations.  The company can produce attention grabbing flyers that staff can post to local homes in the surrounding area. These flyers should be clear on what is being offered, prior research of potential clients would be beneficial in knowing what it is that parents are looking for in a nursery. Checking out the local competition is one way of researching what parents going for. Find out the incentives they are offering and what the price range is, and then use that as an advantage when offering parents incentives.
Advertisements in the local newspaper is great, as a lot of locals read their local paper. Having an open morning on a Saturday morning would be a great approach for marketing as most parent/s will be busy working during the week and are off on Saturdays.
“effective marketing involves analytical process combining marketing analysis, strategies and creating marketing programmes designed to implement a designated marketing strategy” (Dibb et al., 2012)

[bookmark: _Toc16784910]Applying tools and techniques

[bookmark: _Hlk15491599]“Having the best problem-solving tools, strategies and skills on hand prepares a business leader to act quickly, efficiently and, perhaps most importantly, creatively. Problem-solving skills will help transform even seemingly intractable problems into interesting opportunities” (Saito,2019)
Here are a few problem solving tools that could contribute towards solving the companies problems. Most of these tools will explore all factors contributing to the problems, solutions and go on to how to implement and manage the situation.
[bookmark: _Toc16784911]Brainstorming
Brainstorming is a great creative way to add everyone’s ideas and suggestions. A lot of people have different skills and creativity flows when everyone gets together to brainstorm. A few points that are used during the brainstorming session are; explaining the problem, staff are encouraged to give ideas. the ideas are then expanded and elaborated on. ideas that are best suited to the problem are then presented and worked with.
[bookmark: _Toc16784912]Root cause analysis (RCA)
“Root cause analysis (RCA) is defined as a collective term that describes a wide range of approaches, tools, and techniques used to uncover causes of problems.” (Asq.org, 2018)
The Root cause analysis is another tool which can be helpful when trying to solve problems. It helps the company to identify what, how and why something happened, which in turn helps to stop the problems to repeat. Most root causes are underlying issues, can be easily identifiable. They can also be controlled by the company.
The whole process involves data collection, cause charting, root cause identification and recommendation generation and implementation.
There are 6 factors when using this analysis tool:
1. Identify the problem
2. Define the problem
3. Understand the problem
4. Identify the root cause
5. Corrective action
6. Monitor the system.
This is a great tool to use for internal problems within the company and the workforce.

[bookmark: _Toc16784913]Swot analysis
SWOT is an analysis of Strengths, Weaknesses, Threats, and Opportunities of a company (Dynamic SWOT analysis, 1994):
Strengths - company is well established and has 4 other nurseries set up around London.
Weaknesses -. Not having an enough clients.
Opportunities - has the potential to expand. Advantage of having local public transport and located in a good location.
Threats- competition with other nurseries opening up nearby.
This tool can be used to identify, analysis and help with the above problems.

[bookmark: _Toc16784914]Pestle analysis
“PESTLE stands for P-political ,E-Economic ,S-Social, T-Technological, E-Environmental, L-Legal.it is all about the analysis of macro environmental and other factors that have impacts on the company” (Marmol, Feys and Probert, 2015).
The PESTLE analysis can be used as a tool to give owners, investors, managers and staff an insight of the changes surrounding the company. They will be able to make well informed decisions based on the analysis, which would include the company’s finance, long term plans and management decisions.
Political: Changes to the requirements needed in early years staff when recruiting e.g., qualifications, training, and skills. Changes to the early years foundation stage without enough time to train staff. New education policies being introduced.
Economic: the changes in economy plays a big part in revenue for the company and should be taken into consideration. There are issues with inflation, unemployment. The unavoidable rent and tax increase, interest rates etc. Looking at ability of parents to raise funds for nursery. The company providing resources for example, staff’s salary, tools and material for the nursery, and computers for the office. There is also the competition from other business, so clients may move for a better deal.
Social: Socially couples are reducing the amount of babies/children they have, so population changes. There is a rise of social networking on sites such as, Twitter and Facebook which would be useful. Mandatory qualification level could change. There is the threat of staff moving to better paid jobs.
Technology: Moving from paper to paperless. Needing training to use the IT system properly. Need to be aware of viruses. Needing to have parental lock on the internet. Keep updating the hardware and the software.  Engaging in new technology and making new discoveries. Using the internet for research.
Legal: New changes in legislations, changes to child protection legislation, change to opening and closing hours. Health and safety legislation, welfare legislation, employment law.
Environment: road works near to nursery may create danger to children. Changes to trains or bus routes. Less green space for activities. Try to go paperless and use less paper. Recycle paper that is used. Environmental protection laws, waste disposal, energy consumption, other resource consumption and sustainability. These were just a few points that will need to be considered when using a PESTLE analysis as a tool.
[bookmark: _Toc16784915]Fishbone analysis / Ishikawa diagrams
“A fishbone diagram is a tool that can help you perform a cause and effect analysis for a problem you are trying to solve. This type of analysis enables you to discover the root cause of a problem. This tool is also called a cause and effect diagram or an Ishikawa diagram.” (Project Management Skills, n.d.)
A cause and effect diagram can be created in six steps...
1. Draw Problem Statement – define the problem clearly and correctly.
2. Draw Major Cause Categories – examples of these categories are listed below.
3. Brainstorm Causes – use the cause categories to help with brainstorming ideas.
4. Categorize Causes – place list of causes in the correct categories.
5. Determine Deeper Causes – ask ‘why has this happened?’ and dig deeper.
6. Identify Root Causes – explore causes that repeat themselves.
The fish bone analysis can use any factors but I have listed relevant ones below:
· Environment – too much negativity, unkept, out-dated décor
· People – low moral, stressed, lack of training
· Equipment – out dated computers, software and hardware.
· Management – poor leadership/ weak management team
· Materials – out of date materials in and around the nursery.
Fishbone analysing diagrams are great for visually being able to see what the causes of problems are.  The are useful in finding out the root cause of a problem.
[bookmark: _Toc16784916]Recommendations
Looking through all my tools and techniques, I would recommend using the Root Cause Analysis and the Fishbone analysis. These tools are more in-depth and analyses why the situation has occurred and what the root causes of the problem is. You can then go on to applying the suggested ideas that has been generated through the diagrams. Monitoring the situation is vital, as is reviewing and reflecting back on how it is working and if any changes need to be made . It is best to draw up an action plan with a weekly or monthly review date, to give the company the chance to keep any mistakes to reoccur.

[bookmark: _Toc16784917]Conclusion
Looking through the all the possible solutions to solving the issues in this company, I have come to a conclusion that a new nursery manager needs to be hired. The manager should be appropriately qualified with a degree and not just a level 3, with a vast experiences with leadership roles. 
The root causes analysis and fishbone analysis has helped me to see the areas of issues. I would recommend all member of staff to be funded with their training towards a level 3 in childcare. All member of staff should have first aid as this is essential and this could be obtained with an inhouse training day over 2 Saturdays. Staff should have food hygiene, safeguarding and prevent duty as the basics to their training..  It is invaluable to train and keep staff happy as without these staff, there would be no business. 
Weekly meetings need to be held after work to discuss these goals as they can be reviewed to see how far the company has come as a whole and how much further they have left to go. 
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