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[bookmark: _1ci93xb][bookmark: _Toc175736986]Introduction
[bookmark: _Toc175736987]Workplace Problem
Improve communication channels to UNISON Cwm Taf Morgannwg Health Branch
[bookmark: _3whwml4][bookmark: _Toc175736988]Workplace issue – UNISON members complaints regarding communication
Following an increase in members complaints regarding the lack of access to communication. A review of the current situation was required.   Recent feedback identified a significant administrative problem resulting in member cancelling their subscriptions. 
It became quite obvious a review to ascertain what was causing the increase in members leaving. 
 The UNISON Cwm Taf Morgannwg Health Branch (Branch) is made up of five thousand subscribed members, subscribed members are the makeup of membership which creates the term Branch.  The Branch also has additional internal team of twenty-two people, these are workplace representatives. Together with a leadership team these individuals help the branch function effectively.  These are my stakeholders. The Branch leadership team made up of the Branch Secretary and Branch Chair who ensure the Branch operates at a strategic level.
Davies and Fleming (2022) states that UNISON is the largest union within the Cwm Taf Morgannwg University Local Health Board.  

The Branch is responsible for a geographical area across Rhondda Cynon Taf. This covers an area of seven workplace locations.  Historically the branch shared branch events and general information via a noticeboard located on the seven hospital sites. 
Cwm Taf Morgannwg University Health Board provides primary, community, hospital and mental health services to the 450,000 people living in three County Boroughs: Bridgend, Merthyr Tydfil and Rhondda Cynon Taf. CTMUHB (1994)
According to the Health Board annual report paper published [online] CTUHB (2022) the health board employ 12,685 (2023/24) 
UNISON branch is made up of 5000 members from that employee number.
If we are to analysis a problem correctly, we first must use decision making techniques.  This paper will use a number of problem-solving methods taking into consideration time, budget and available resources.   Each identifiable solution will be ranked in order.  This people will demonstrate the benefits of brain storming, mind mapping, the effective use of a Ghantt chart, progress chart with milestones and goals. 
This paper will explore the stakeholders and their expectations.  The communication plan to ensure stakeholders are up to date with solution development. 
Successful implementation of the solution will rely on the correct assessment and appropriate and continuous monitoring of review techniques.
[bookmark: _qsh70q][bookmark: _Toc129177894][bookmark: _Toc175736989]Situation

The scope, the Branch has received an increase in members complaints. Over a period of three months the Branch has identified a pattern of complaints received relating to the lack of available access to ranch information and updates.  As a result of the significant complaint received, it became evident that branch members were impacted in a way that excluded them from membership benefits. In order to review the complaints and the level of the problem a number of problem-solving techniques would be initiated. 
Current situation of branch communication events and general information via a workplace noticeboard.
In order to determine the level of complaints the starting point was to be clear of the root cause analysis. By effectively using root cause analysis tools we could identify the problem.  I attempt to work through the problem with the six steps approach in the following way.
1. [bookmark: _3as4poj]Identify the problem
2. Specify the cause
3. Identify solutions
4. Evaluate and select best solution
5. Plan the action 
6. Action the plan 

Clegg and Birch (2007) suggests the key to any problem is creativity.  It’s the freedom to explore all possibilities of solutions. 
The first part to the analysis commenced with a brainstorming session.
For this session it was essential that all stakeholders were invited to be part of this brainstorming session. Brainstorming is an event where we gather a range of individuals who can bring different perspective to the problem.  
For this session I used a flip chart to visually draw a mind map. I utilsied post it notes so everyone could put an idea on a post it.  We stuck our ideas post it notes on the wall. This session gave stakeholders an opportunity to invest ideas and thoughts to achieve a common goal.
[bookmark: _2p2csry]

Problem Solving 
5 Why’s
As referenced below to my workplace issue.  I repeatedly asked a Why question 5 times ultimately ending up with a root cause of an issue. 
The method forces you to focus on the problem and through investigative questioning you can arrive at an answer. 
Toyota Industries Corporation (2024) The online reference describes how Sakichi Toyoda invented the 5 Why’s method. 
The 5 why’s in my opinion is the easiest and fastest problem-solving tool. It is a very simple, fast effective tool to breakdown a problem.  The method does not require any specific equipment or tools. Resources needed  to complete this method was vey minimal.
Why are members complaining?
Missing Branch information
Why are members missing Branch information?
The information isn’t being shared broadly enough
Why is the information not being shared broadly enough?
Staff noticeboards around hospital properties has been removed
Why have the noticeboards been removed ?
New Health and Safety legislation has dictates Health Board removes noticeboards and they have not yet implemented a new communication method?
Why have the Health Board not implemented a new communication method?
The cost-effective method for future communication will be reliant on the Health Board Webpage 
Utilising the method above allowed me to identify a gap where the root cause of the communication between the branch and members had broken down. 
Having identified a cause, and the existing state, I could now set to work on a number of solutions and evaluate the outcomes.
Masaaki Imai (1986) argues that a solution to change through continuous Improvement can be achieved with three stages of Innovation + Incremental +Problem solving.


[bookmark: _Toc175736990]Ishikawa Diagram
As an alternative approach to problem solving the Ishikawa diagram below details identifiable problems in a system or process. 
According to (George, 2023) the diagram below allows for clear identifiable problems.



Lack of understanding of Roles and responsibilities
Management structure / Hierarchy/Slow filter of information

Poor method of team communication

				No Training

Organisational Structure
1 Sharing information effectively

2
Team dynamics

Culture 3
Lack of user friendly communication tools
4
Technology

Done what’s always been done

Outdated IT Equipment
 Poor Internet connection

	


Higgins (1994) Reviews the fish diagram in a little and practical way which is easy to understand to use as an effective diagram identifying cause and effect. 
Above you will note I have linked the potential causes, the relationship between Technology, team dynamic, culture and organisational structure.


The fish diagram is most effective when kept simple. The head of the diagram1 is the problem area. The primary site of a fish diagram the spine2 indicates the main cause of the problem.  So already with 2 points of the diagram we have identified the problem and the causes. Let’s examine the problem further in greater detail. The fins3 are indicative of potential causes.  Smaller fin lines 4 are contributing factors to the primary causes. 
2 | Page

[bookmark: _Toc175736991]BrainstormingHire a blimp


Elvis impersonator

Advertising 

Advertising on service buses 
Radio / TV Advertising 
Face to face
Cake
Bingo lingo
Chat rooms 
Coffee mornings
Time consuming
Boring 
Podcasts
Face book
Online 
Meetings


Flash mob
Members Engagement
Instagram 
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[bookmark: _Toc175736992]Root Cause Analysis tools
Factors range scale 0 - Poor - 3 - Very Good
	
Solution
	Factors:
	Cost
	Effectiveness
	Accessibility
	Visibility
	Total

	
	Weights:
	               4   
	                     5
	2
	3
	

	1
	Noticeboards
	3               12
	2                     10
	0                     0
	2              6
	7          28

	2
	Social Media
	3               12
	2                     10
	1                     2
	1              3
	7          27

	3
	Free standing Ipad
	2               8
	3                     15
	3                   15
	3           15
	11       53

	4
	Newsletter
	1               4
	1                       5
	3                     6
	3             9
	8          24

	5
	Newspaper advert 
	1               4
	1                       5
	1                     2
	3              9
	6          20

	6
	Radio Advertising
	0               0
	2                     10
	1                     2
	0              0
	3          12

	7
	Word of mouth
	3               12
	2                     10
	0                     0
	0              0
	5          22

	8
	What’s App Group 
	3               12
	1                       5
	2                     4
	3              9
	9          30

	9
	Monthly Email
	3               12
	2                     10
	2                     4
	3              9
	10        35



Having considered a number of options. The solution deemed most effective was solution 3.  Solution 3, highlighted in yellow.  A free-standing iPad scored significantly better in all factors. Scoring highest scale with 3 factors out of 4.
Solution 9, Monthly email ranked second place. 
The benefits of utilizing this tool in this way allowed for indepth consideration of all options identified during the brainstorming session. The group believed the iPad idea would be too expensive and may have a  little impact to our sought solution.  The group were surprised by the scoring and found the exercise beneficial.
[bookmark: _Toc175736993]Cost Benefit Analysis (CBA) 
Purchase of free-standing iPad.
Without clear reporting of costs and sustainability of those costs. The branch board members would not approve any purchase without adequately detailing costs. My next stage was to financially evaluate potential option. The following tables detailed and evaluation of current cost, expected costs and impact costs.  The purpose to evaluate the financial implications allows for informed decision making. 
Reviewing the financial viability over a 3-year period.

	Purchase
	Year 1
	Year 2
	Year 3
	Total

	iPad
	1200
	
	
	

	Less trade in
	100
	
	
	

	
	
	
	
	

	Net cost of purchase
	1100
	
	
	1100

	
	
	
	
	

	Software 
	50
	
	50
	100

	Installation
	450
	
	
	450

	Insurance 
	100
	100
	100
	300

	Total Costs 
	1700
	100
	150
	1950



List of identifiable benefits
	Reduced Costs
	Year 1
	Year 2 
	Year 3
	Total 

	Less printing costs
	600
	700
	1000
	2300

	Less consumables Ink, Paper 
	2000
	2200
	1800
	6000

	Staff hours
	800
	1200
	500
	2500

	Total Benefits 
	3400
	4100
	3300
	10,800


[bookmark: _Toc175736994]Breakdown Analysis
	Year
	Net Annual Benefit 

	One
	3400-1700 = 1700

	Two
	5100 – 100 = 5000


	Three
	3300 – 150 = 3150


	Total Annual Benefit
	10,800



Benefit cost ratio Total Benefits 10,800 = 5.5:1
				    1,950

Total annual benefit = Total benefits - total costs = 3200 – 150 = 3150
					3			3
									= £1,016
Based on my financial breakdown tables cost above, there is clear indication the improvement plan is financially viable.  This provides me with a favourable outcome to the identified problem.  It is important to remember that data should be up to date and accurate. This is also suggested by Stobierski (2019) explores the pros and cons of using a CBA in problem solving.  The table is a particularly useful tool for sharing with stakeholders.
[bookmark: _147n2zr][bookmark: _Toc175736995]Monitoring Techniques
There is a wealth of information out there to be found on monitoring techniques.
[bookmark: _Toc175736996]Ghantt Chart
Ghantt chart below demonstrates clear timeframe of tasks required and implementation. The deadline of 6 months was agreed and factored into tasks related below. When a project is underway the below illustration gave a clear report of progress.  Visually the Ghantt chart provides an immediate project status. 
Kaur Arora (2024) This source suggests most effective monitoring tool is a Ghantt chart as illustrated below.
	Task
	Jan
	Feb
	March 
	April 
	May 
	June 
	July

	6  month Implementation of standing iPad
	
	
	
	
	
	
	

	Review situation
	 
	 
	 
	 
	 
	 
	 

	Source equipment
	 
	 
	 
	 
	 
	 
	 

	Cost comparison
	 
	 
	 
	 
	 
	 
	 

	Identify locations
	 
	 
	 
	 
	 
	 
	 

	Site visit
	 
	 
	 
	 
	 
	 
	 

	Source Maintenance contract 
	 
	 
	 
	 
	 
	 
	 

	Book maintenance
	 
	 
	 
	 
	 
	 
	 

	Present implementation plan to board
	 
	 
	 
	 
	 
	 
	 

	Purchase Equipment 
	 
	 
	 
	 
	 
	 
	 

	Launch
	 
	 
	 
	 
	 
	 
	 



The above Ghantt was an effective tool to ensure the improvement plan stayed on track.  Given the strict timeframe it was essential the actions and time frames incorporated all necessary tasks to deliver a successful outcome.
The Ghantt allowed me to provide up to dates progress reports to the stakeholders. 
Some additional and contemporary methods of monitoring are
· Run or Trend charts
· Action plan 
· Schedule 
· Mark sheet and feedback 

[bookmark: _Toc175736997]Action Plan 
A simpler method of monitoring can be completing as an action plan can also be useful in the following way.  The easy clear tracking and  can be shared with the team to ensure tasks are on track for completion.  With the problem identified. The primary aim is to identify clear objectives that are Specific, Measurable, Attainable, Relevant, Time bound (SMART) to support the improvement of achieving a people-centered management approach.
	Objective
List of goals
	Tasks
What is needed to meet identified goals
	Success criteria
How will you identify your success
	Time frame
By when
	Resources
What or who can help

	Reach a larger audience for communication and information sharing
	Implementation of standing iPad to allow access to information
	Engagement will be measured by responses
Uptake of attendance  on education sessions
	3 months
	Team members conduct site visits



[bookmark: _Toc175736998]Influence – Interest Matrix
Hall (2013) Indicates the benefits of using interest matrix to maximize on including the right people for the right meetings.
I found the explanation within the literature particularly useful in identifying my key stakeholders
It enabled me to prepare different information based on visually identifying the stakeholders within the matrix.Influence/power of Stakeholders

	



UNISON Members 



	
UNISON Regional Officers
Branch Committee Members
Branch Executive Members

	
Health Board Executives






	



                                            Suppliers
                                            Contractors
                                            Admin support


Interest of Stakeholders

[bookmark: _Toc175736999]Project Communication Plan
The purpose of a project communication plan provided clear detailed information on the project.  It allowed everyone to be informed.  It provided a good use of timeframe to project completion.   The communication plan is particular a useful tool that identifies responsibility for each stage within the project life to each project participant.  It allows clear identification of stages and responsibility.   The communication plan assists support to ensure risks and delays are minimised. 
This method is particularly useful when there are a number of project stages with a number of participants. It was a useful tool in use when updating stakeholders update to date of progress and next stages. 
	Project Title
	Single standing iPad


	Project Manager
	Sarah Davies


	Date:
	5/08/24


	What
	Who
	When
	How
	Responsible


	Plan events launch 
	Team 
	November 
	Meeting 
Diary markers
	Sarah 

	Installation the iPad
	Contractors
	July
	Email updates
Workplan sheets
	Lead contractor

	Update the iPad
	Admin
	Monthly
	Poster notices 
Announcements 
	Communication officer

	Evaluate benefits 
	Admin
	Nov/Dec 
	Access iPad view history and access

Set reminders 
	 Sarah 
 

	Set 6 month review
	Team
	March 
	Audit tracking data
	Branch Chair 

	System updates
	IT 
	Quarterly
	Licence updates
Settings
	IT Department 


It is possible to extent the table above to include other stages a useful tab to include could be a status update using the traffic light method.  As an example, Red, Amber and Green (RAG status).  (Light, 2021) suggests this is a commonly used visual method in reporting project status.  The colours indicate a stage.  The colour red indicates a delay, Amber indicates on track and green means completed.  Providing a quick easy visual to any project undertaken. 
There are number of possibilities to make the communication plan more indepth to your project. 
[bookmark: _Toc175737000]Problem Solving Flow Chart
The flowchart below provides the project leaders with sequential representation indicating clear actions and outcomes to help identify the next stages.
The flow chart provides an indication of decisions making at each stage.
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[bookmark: _23ckvvd][bookmark: _Toc175737001]Problem solving 
Start of the Journey - Problem – Clear objective of problem 

Problem
Define Problem 


detailed plan Assess/refinement


Develop by detailed plan/final plan
Group
Whiteboards
Post it notes
Problem 
Meeting place
Evaluate ideas/solutions
Idea forming/Discussion


Brain storming session

Collect and Analyses

Noticeboards



Idea capture pad

Suggest Range of solutions


Analysis
Realistic



Timeframe
Resources

Create an action plan




Implement Solution 


Evaluate 

Overview

All of the above methods offer a wide range of benefits and negatives depending on the type of problem. All methods are very clear on identifying the root cause. Without conducting the first review it there is a real danger in assumption amongst the team what the solution might be inadvertently remaining in the same issue. 
Depending on the problem will indicate a simple or complex method to assist in the problem solution. This might range from indepth analysis or creative thinking i.e. mind mapping.  SWOT analysis is an exceptionally useful methos for strategic planning as it specifically focuses on 4 area. 
By including the team during the problem-solving stags helped identify a number of issues and potential solutions.  It also added value to team member and improved morale and general feeling of being part of a team.  It also helps individuals within the team to understand how each other think and communicate. 
A number of problem-solving methods can be time consuming to implement.  However, the time invested in the right method can result in a successful resolution and longevity. 
It is particularly important to remain focused on the problem and avoid making the problem more complex than actually is.

[bookmark: _Toc175737002]Conclusion

Exploring the strengths and weaknesses of each problem-solving tool forms part of my conclusion for future use.
Having favored three of the above problem-solving tools this being, a brainstorming session, the 5 why’s and the communication plan. I believe the outcome will provide the branch with the solutions required. 
The continuous review of the implementation of the free-standing iPad will now be under review in 3 months and 6 months to ascertain roll out of further iPad across the Health Board.  The reviews will provide a wealth of data to determine how effective the iPad has been successful and if the branch has identified a reduction in complaints and a positive  rise in engagement.
As previously mentioned with a greater understanding of the root cause this will evidently assist in deciding which problem-solving tool will be most effective. 
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