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1. Introduction 

Just Helpers LTD is a Management cleaning agency established in 2012 in London. Currently there are 55 cleaners, 2 Team Managers, 2 Sales Managers, 2 Operation Managers, Accountant, and CEO. The company’s office is based in South London – Croydon in which only the Operation Managers are working together. All other employees are working partly from home and mostly attending to meetings. Every quarter all Managers are attending to a Team day meeting with the CEO, in which they present and analyse the results for the last quarter and the CEO sets up the target for the next one. Many times, the Operations Managers team and the Team Managers are unable to achieve their goals for the quarter and they start to blame each other for the results.
On the last Team Day, the set targets and results for the Operation Managers where:
· Lost clients for the quarter due to unsatisfactory from the service expected < 40, real number 55
· Lost clients for the quarter due to unavailability to start of the service in time, expected < 10, real number 15 
The statement given from the Operation Team after presenting the results is that they were unable to achieve their target 1 due to the unqualified cleaners hired from the Team Managers and target 2 due to the low availability of full time cleaners in the company.

2. Identify the problems

In order to identify the problems between the Operation Managers and Team Managers in Just Helpers LTD we will need to analyse each job description as the set targets for the month. 
The Operation Managers are working on full time Monday to Friday with 2 extra shifts on Saturday each month. Their main responsibilities are to communicate with the clients and resolve any issues regarding the cleaning service provided by the cleaners. They also need to set and match a cover jobs for all other cleaners who will be on holiday. They are responsible to communicate with the Team Managers if there is any need of hiring new cleaners.  When there is a problem regarding the quality of the service- the Operation Managers must immediately organize a Management, inspection made by the Team Managers.
The Team Managers are working half time – 20 hours each and are responsible for the hiring and supervising the team of cleaners. Every Team Manager covers 3 different areas in North and South London. One of the main targets for the Team Managers is to inspect every new client home in the first 2 month of receiving the service and usually there are about 15 new clients each week while continue to hire cleaner where needed. 
Analysing the above information, we can conclude the following problems:
· [bookmark: _Hlk39503801]Unqualified cleaners which are causing many complains from the clients.
· [bookmark: _Hlk39504949]Team Managers are not able to hire on time enough qualified cleaners.
· [bookmark: _Hlk39587854]Planning and communication problem between the departments.

3. Apply problem. Solving tools and techniques 

For the first phase in the problem solving, we will use the brainstorming technique to collect ideas and suggestion from the Managers regarding the first two problems.  This approach allows the participants to use their analytical thinking and helps the group to involve every individual into solving the problem. This way they will be more committed to the results and will be able to cooperate with each other and between departments.
 Once we collect enough data, we will be able to use the Fishbone diagram developed by Prof. Kaoru Ishikawa to visualize and connect the “effect” and “causes” systematically with line.
For the communication problem between the departments we will use the ADKAR Management tool.
The ADKAR model was developed by Jeff Hiatt in 2003 and it was introduced as a practical tool by Prosci, a renowned change management consultancy and learning centre. The ADKAR model is mainly intended to be a coaching and change management tool to help and assist employees through the change process within organizations.
The name ADKAR is an acronym that is based on five building blocks that bring about successful change. The letters stand for Awareness, Desire, Knowledge, Ability and Reinforcement.


4. Generating alternative solutions.
 After identifying the problems and deciding which problem-solving tool to use, the group of Managers where given 30 minutes to brainstorm any causes and alternative solutions to the problem 



Problem 1 - Unqualified cleaners which are causing many complains from the clients.               (See figure 1.1)


Causes of the problem:
· Lack of training for the new cleaners.
·  Bad hiring policies.
·  Manager mistake in hiring unqualified cleaners.
·  Not enough entry requirements.
·  Not good structured advertise for hiring new cleaners.
·  Lack of Management time for supervising the new candidates.
Alternative solutions to the problem:
· Re-evaluate the hiring policies and update them up to standard.
· A proper HR training for the Team Managers.
· Add additional entry requirements such as certificate for the professional cleaning services.
· Restructure the advertise for new cleaners in order only qualified staff to apply for the job.
· Allocating more hours for the Team Managers so they can be more productive and be able to supervise accurate the new cleaners
· Provide a proper training day to new cleaners

Problem 2 - Team Managers are not able to hire on time enough qualified cleaners. 
(See figure 1.2)
 Causes of the problem:
· Too long recruitment process
· Lack of candidates for the relevant area
· Not enough marketing resources
· [bookmark: _Hlk39587212]Limited request time
· Managers not working every day which significantly extend the recruitment process


Alternative solutions to the problem:
· Re-evaluate the recruitment process and cut off the time frame were possible. 
· Think about different group of possible candidates in every area.
· Research a new Marketing strategy or invest more in advertising.
· Better planning for the future demand of new cleaners in order to have some extra time for recruitment.
· Management schedule changes in order to provide a working Team Manager from Monday to Friday.

After collecting the brief summary from the brainstorm process, I was able structure the data into the fishbone diagram (see figure 1.1 and figure 1.2)
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Problem 3 - Planning and communication problem between the departments.
For this problem we already decided to use the ADKAR Management. 
On our brainstorming session we managed to build the 5-block system of the problem-solving tool we used to solve the problem (see fig 1.3)

Fig 1.3







5. Suggesting the best solution 
In order to suggest the best solution to our two problems brainstormed during our team day, we decided to use the Plus Minus Interesting strategy invented by Dr. Edward de Bono.  This critical thinking tool helps us to examine the ideas and concepts and encourages our decision making. We made a list with all positives, negatives and interesting prospects every solution has. Considering also the 3 main factors- time, money and efficiency we suggested the following best solution: 

Problem 1 – (Unqualified cleaners which are causing many complains from the clients)
Best solution:  Provide a proper training day to new cleaners
The team have chosen this solution as it will allow the new cleaners to develop some new techniques used from the best cleaners of the company. It will give a kick start to every new person starting in the company and the knowledge how to effectively use the cleaning products. The expectation is that the complains will significantly drop and the Operation Managers will be able to reach their target for the quarter. Other benefit will be reducing the conflict risk between departments.

Problem 2 – (Team Managers are not able to hire on time enough qualified cleaners.)
Best solution:  Research a new Marketing strategy or invest more in advertising

The team concluded that this solution will be most efficient to solve the given problem. The main cause of the problem is the low number of applicants coming from the chosen marketing line. Expanding the marketing resources will allow many more people to see our advertise and apply for the vacant positions. Other benefit for the Team Managers will be the bigger choice they will have for more qualified cleaners. 







6. Implementation. Plan, monitoring and control. 

In order to implement the solution, I will need to create an action plan which every stakeholder will be able to follow, monitor and control.
The plan for our Problem 1 solution is a full training day for the new cleaners. After completing the first stage of the recruitment process, every cleaner will need to attend on an 8-hour training day paired with one of the high rated cleaners in the company. The Team Manager will need to make all relevant arrangements with both cleaners and communicate this with the clients. If all arrangements are successfully made, then the Team Manager will need to give instructions to the supervising cleaner and pass a check list which will need to be attached to the application of the new cleaner. The cleaning candidates will be successfully hired once they passed the checklist from the training day.  
Our problem 2 solution was to make a research for a new marketing strategy and/ or invest in more advertising. 
The Team Managers were given 2 weeks to make an action plan which they can present to the CEO of the company. For the budget of £300 for the quarter (3 months) they had to use the best Marketing platform in order to increase the number of applicants. The finalised plan has the following points:
· Advertising in community Facebook groups once per week- Free
· Advertising in CV library- £ 20 per month (for 3 months - £60)
· Advertising in Gumtree- £ 10 per advert (for 3 months- £30)
· Printing and distributing leaflets (£190 for 1000 leaflets)   
Every Team manager will be in charge to implement, monitor and control 2 of the plan points and report for any issues directly to the CEO of the company. 







7. Stakeholders communication and recommendation 
The CEO of Just Helpers will set up a weekly and monthly check in with every stakeholder. They will need to share their thoughts, their results and if there are any issues and barriers for the success of their actions plan. 
During the next team day – after the end of the quarter, the stakeholders will need to present their action plan and the results and thoughts with the rest of the Management team. 
Recommendation: During the team meeting at the end of the quarter the team will need to analyse their monthly target results and if there is any improvement in their results. This way they will be able to conclude if the applied best solution is working up to their expectations. 
If the results are not the expected, they can implement one of the other solutions brainstormed during the last meeting.

8. Conclusion 

In Chapter one I have presented the company I work for the current barriers affecting our work. 
I have explained in Chapter 2 how we identified our problems and respectively the causes of them brainstormed by the team during the one of the Team Meetings. Using the learned problem-solving tools Fishbone diagram and the ADKAR Management I successfully illustrated the collected data in Chapter 3 and 4. Following the Plus Minus Interesting strategy I successfully chosen the best solution with the rest of the team. In Chapter 6 I represented the implementation of the best solution, the control and monitoring of the action plan and respectively the communication with the stakeholders. I have finalized the process with some recommendations for future actions.
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Awareness:
Planning- Essential  part for the success in every project and target for the  quarter.
Communication problem- A big barrier for achieving results and  building bridges between the employees



Desire:
The CEO of Just Helpers will set up an individual check ins where every Manager will be able to share any thoughts or ideas how to keep up with the target for the month.


Knowledge:
Every Manager will have a mentor and will have access to 5 courses which will gain more knowledge of how to communicate with their colleagues 


Ability:
Every Manager will need to receive and give a hand/help to colleague at least 3 times per month


Reinforcement:
The CEO will introduce a bonus system for every achieved step of the problem solving process. Colleagues will start to encourage each other with personal "well done" list for the week.
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