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[bookmark: _Toc1996511791]Summary

[bookmark: _Int_1hSqX34O][bookmark: _Int_RXr0zvev]I have put together an assignment regarding problem solving and decision making. I have identified a complex problem in my workplace and used Brainstorming, flowcharts, and diagrams to not only help me identify the problem but solve the problem overall. Using these diagrams has also helped me to know the possible people associated with the problem, find restrictions, and manage to place solutions such as time resources and budget. I have enjoyed this assignment which has taught me how to get ahead of a problem and learn the consequences of what could happen overall, in learning this I have shown the final solution. I have made sure that everyone is involved in the workplace and still respected within the workplace, this can only improve teamwork as well as a stronger business. Overall using these techniques has only allowed our staff to become closer and more confident within the team.


[bookmark: _Toc1075758288]Description
[bookmark: _Toc1458479349]Nature, scope & Impact
[bookmark: _Int_bK48AnaI][bookmark: _Int_6fREeH5l]In work recently we have 3 service users that require 24hr care, we have two staff on per shift as well as the manager in the office. Each day we must fill out paperwork regarding each service user based on their entire day, then this must be archived onto the files on the computer which then checked by staff on the next shift. But every day the manager is at the computer and therefore we have no time to copy all the information required. We have fallen behind dramatically and this is causing tension between staff and management due to paperwork also getting lost, so we have blank days. We are required to speak with doctors, social workers and many more specialists daily regarding our service users and without certain information we are not fully getting the outcomes we expect. This situation is top of the priority list as far as I am concerned as it is bad for business and reputation. There is a whole team being impacted and the consequences could be life changing for everyone including service users. Problem solving is not the easiest subject and can make people uncomfortable, it will cause conflicts within the workplace but, problem solving is a goal it is a process to solving a solution, it can only better a company and give wider opportunities. 

“There's no use talking about a problem unless you talk about the solution”
Betty Williams, 2018 “Great Expectations”

“Problem solving is the ability to work through problems by using critical thinking skills to arrive at a solution” “(Janowiak,lll, The Conover Company, & St. Norbert College, 2019).”

[bookmark: _Toc817111435]Brainstorm
[bookmark: _Int_UxMlFqnb]I decided to do a brainstorm with the team to start off with as I understand this would get us more answers and conclusions working out the problem(s) together. As a team we encouraged ideas from each individual and below are the results we produced. We are looking to use the brainstorm going forward to resolve any issues or concerns.


 Problem: 
Archiving not being completed
Management spending alot of money on overtime for staff to come back and complete 
 Not enough sparetime during shift
only one computer in building
New staff still need to be shown how to complete daily records and copy them onto computer files
Manager in office daily on the only computer we have
three lots of clients information to archive daily
Risk of lost documentation when profesionals request as files not upto date



[bookmark: _Toc10313277]Root Cause
[bookmark: _Toc1923227283]5 why’s 

[bookmark: _Int_k9WcRhAX]The 5 whys are a technique I have used to help get to the root problem. why? This gets asked as many times as you need until you reach the root cause of a potential problem. Once you have the answer you can stop asking why?
Why is paperwork lost or incomplete?
Because we have no spare time during our shift to complete paperwork, computers are also never available to staff during our shift as management in in office on the only computer we have. Paperwork is therefore misplaced during shifts and where staff pass it around.
Why do we have no time? 
Because we have two members of staff to three service users, which is a substantial risk due to mental health and suffer fits. We have no available support staff and no room for extra hours.
Why are you not given extra time to complete paperwork and file onto the computer?
Management always has full use of computers, updating her own paperwork and meetings online.
Who is responsible for paperwork?
All Staff on duty. Paperwork needs to be filed daily to keep up to date with the service user their behavior if they refuse or take their medication and this includes daytrips and activities they have attended on that specific day.
Why is there only one computer?
Management keeps promising to buy a new one, but we must wait for cash.

[bookmark: _Toc442418920]Ishikawa
[bookmark: _Int_uR9NQ907][bookmark: _Int_0QjEBeH6]Below is a diagram I have used to help me with the problem and find the root cause, this diagram is called Ishikawa. This diagram shows you the main problem we are going to be working off. This diagram is a fantastic way to help with brainstorming, it also helps to put potential problems into useful categories. A fishbone diagram is a visual way to look at cause as well as effect. In using this diagram, I have recognized that there is more than one problem and now I can find the solution needed to solve the situation we as a team are in. Using this diagram has helped me discover the potential causes and has given me a solution to work on. 
Inormation not being    archived
People
Equipment
Enviroment
Cause & Effect
Extra room needed
Only one computer & printer in the building
Really small computer room not enough room for two people
Computer also upstairs could be needed downstairs
Not enough cover 
New staff not keeping up with the process
Mistakes
Time
Money
Bad for business
Service users behaviours being missed
Mis communication with professionals
Data Breach

 I have come to realise that the root cause is not only one problem, but also it is clear that time has an impact on the staff, so we need to make time somewhere to get tasks complete and on time. Material things such as extra computer needed, fresh staff required as it would be impossible to move forward and make time without extra support. And extra personal space for staff is needed for when they need time to input the data onto the computer. 
Archiving is the process of moving files that are no longer actively used to a separate storage device for long-term retention. Archived files are always important to an organization and are usually needed for future reference. 

[bookmark: _Toc541098428]Potential problems
[bookmark: _Int_1SGYqJVA]I have managed to find the problem but along the way have come to realise there are also potential problems that come from the situation. These potential problems could have a significant impact on the company in the long term as well as the short term. Below I have listed potential problems, looked at solutions within the company involving all staff members and evaluated the options.



[bookmark: _Toc104236525]Communication plan
I have written a communication plan that will hopefully make staff aware of the next steps and hopefully understand the next steps going forward. I feel this will support fresh staff too. This communication plan will help manage performance in the workplace, hopefully manage a clearer schedule and progress with more structured updates. By sticking to the plan staff should be able to relax more and have more time.

Dear colleagues,
I understand it has been a really challenging few months and I appreciate the effort and challenging work received from each one of you. Moving forward we have now managed to supply an extra computer for staff to catch up and archive client's information daily, we have also managed to change the Rota slightly so that each member of staff get half an hour each at the computer to update files towards the end of your shift. Please use this time wisely as a lot of planning has gone into this, and I am sure you can all agree that we as a team will be under much less pressure. 
Every week when you receive your rotas you will see a section highlighted after each shift. This is your time to update files and start to catch up. At first it will seem a lot as every one of us needs to catch up but as we move forward eventually it should only be a day's filling for everyone. I have allowed each of you half an hour of your shift time to update and input as much as you can.
I hope you can appreciate the time spent resolving this situation for you, we have an amazing team, and again you are all appreciated. If there are any problems moving forward, please do not hesitate to speak with me. I will be arranging a formal meeting with you all one month from now, this will give all of us time to reflect and check the plan is working moving forward. Please see the information board for updates at the next meeting.
Thank you
C.Thomas

[bookmark: _Toc1955185496]Rota 
	Staff
	Monday
	Tuesday
	Wednesday
	Thursday
	Friday
	Saturday
	Sunday

	Manager
	
	AM
	PM
	PM
	AM
	PM
	

	Carole
	AM
	PM
	AM
	AM
	PM
	
	PM

	Laura
	PM
	PM
	
	PM
	AM
	AM
	AM

	Tim
	
	
	AM
	AM
	AM
	
	AM

	John
	AM
	AM
	
	PM
	PM
	AM
	






[bookmark: _Toc1256398551]Cost Benefit Analysis
[bookmark: _Int_lzE5KKVD][bookmark: _Int_VxeWNN8p]Below I have used a cost benefit-Analysis to explain the numbers I have used in regard to cost and benefits within the business. I then divided the numbers to get the final amount. The factors have been based on a 5-year ratio. I have used this method to help me decide whether to proceed with my decision and outcome or change the way we invest in business. 
From using this format, I have learned that cost benefit analysis is an examination of what you spend, relative to what you gain to achieve. Doing this type of evaluation can have two outcomes, it can be an advantage or turn out to be a disadvantage. It gives you an insight into what you are spending and evaluates upcoming expenditure.


	COST
	Year 1
	Year 2
	Year 3
	Year 4
	Year 5
	Total

	Computer
	£470
	-
	-
	-
	-
	£470

	Software
	00.00
	£185
	£185
	£185
	£185
	£740

	Maintenance
	00.00
	£100
	£100
	£100
	£100
	£400

	Total Costs
	£470
	£285
	£285
	£285
	£285
	£1,610



	Benefits
	Year 1
	Year 2
	Year 3
	Year 4
	Year 5
	total

	Weekly hours saved
	£3458
	-
	-
	-
	-
	£3458

	Less pens/paper
	£781.00
	£375
	£150
	£150
	£!50
	£1606

	Total
	£4,239
	£375
	£150
	£150
	£150
	£5064



My staff spend an hour a day at £9.50ph updating archive as and when office is free and usually not on their shift. I have worked out that 7 days a week at £9.50ph is costing the business £66.50 per week totaling £3458.00 a year on overtime alone. This will be an amazing benefit once the problem is resolved and the company will start to see some extra cash flow available. Also, staff will no longer need to do overtime.
Below I have divided the total benefits by the total cost over the 5 years, it has shown me that I have £3.14 benefits for every pound I spend.
Total benefits £5064 
=£3.14:1
Total Cost £1610

Benefits minus the cost for each year 
Total benefits £5064
                                        =£3,454
Total Cost £1610

[bookmark: _Toc1748678099]Gantt Chart 
[bookmark: _Int_okJQh13Q][bookmark: _Int_lpzjnVwG][bookmark: _Int_GO0yHFFV][bookmark: _Int_zXBEOEEs]Below I have inserted a Gantt chart, the chart shows the tasks that need to be completed to achieve the outcome needed. I have shown the date as to when the task will need to start and shown how many days, I need to achieve the outcome. The chart is simple to use and this one is for solo use only. I have estimated that in 28 days (about 4 weeks) all tasks should be complete, and progression should start. I want the tasks to be completed as rapidly as possible to get the best team back in order. The most unexpected outcome would be for new members to not turn up for interviews, other than that I expect all to go well. Fresh staff members can be taught in house on the computer once installed. 



	Tasks
	
	

	
	Start Date
	days to complete

	Purchase a computer
	Sep-22
	7

	hire part-time staff
	Sep-22
	28

	Advertising job 
	Aug-22
	28

	[bookmark: _Int_0EJjipjT]Train fresh staff
	Sep-22
	28

	Computer Installation
	Sep-22
	1




[image: ]




[bookmark: _Toc372455567]Monitoring technique

For further monitoring I have chosen to use a formal meeting that involves all members of staff. I have chosen this monitoring technique because I think it will give everybody a chance to have a say on the subject and disputes can be rectified there and then. The meeting will be laced out in a specific order and a review will be arranged for one month later. With a Rota now in place I am confident we should as a team be up to date within a month. We should be able to find a complex solution by using our creative minds. This should add value to our company but is also a good opportunity for problem solving skills within the team.

[bookmark: _Toc666302921]Formal meeting
Meeting to take place on Wednesday 20th September
Head office 11am
I request Carole to gather and highlight any main concerns that need to be addressed and we will look on this as a team
I expect the meeting to last 1 hour max
We will make an action plan going forward 

[bookmark: _Toc344207261]Copy of meeting outcome


formal meeting September 20th-staff and management-outcome
if shift is busy or staff are late we are losing time
staff sickness is a problem
Clients appoinments interact with out archive time
positive note-we have caught up slightly
less paper hanging around the tables
if a client has a fall or misbehaved day and i am not allocated to use the computer that information can sometimes be missed on other shifts

[bookmark: _Int_ABSXVcZ0]So, in preparing and taking part in this meeting myself and staff have come across positive and negative factors but were able to have a chat and come to some conclusions. Although we managed to secure another laptop on site, and the Rota being adjusted, we have come to realise that staff sickness can have an impact on other staff members. This means less staff on shift and having to work over the spare time given for archiving to be done, this originally was happening in the beginning and obviously has not been resolved. Therefore, we need to work on staff ratios. We as a team have slowly started to make progress and have slightly started to catch up on the filing of paperwork and have realised less paper is therefore being used and lying around. This is a big achievement for us. I also think once staffing has been resolved client appointments should not be a problem anymore. As a manager I will again arrange for a meeting in one month's time, in preparation for this I will be employing a few more staff members on a part-time contract and re-arranging the shifts. We as a team put the delays of archive down to the issue of only having one computer but after this meeting have come to realise that there were two problems not one. This last month has proved we have a dedicated team and has shown me that my team can collaborate and work comfortably asking each other for help.



[bookmark: _Toc13677718]Stake holders
We currently have no stakeholders within our company. 

[bookmark: _Toc249607044]Outcome
[bookmark: _Int_zNcyy5AK][bookmark: _Int_hStJWRYd]After looking into all the problems and deciding there was more than one, we as a team have managed to monitor and progress the whole situation. We used numerous charts and graphs to help with decision making and finding the appropriate solution. We have now made progress in catching up with the archive that was a big failure and bad for the company reputation and lost information. We have employed fresh staff and are currently in the process of training them. We have learned how to look at problems long term and short term, as well as resolve them as a team. Individuals in the team have expressed how they feel they belong to the organization more than ever thanks to being involved. The complete process and improved problems and showed us how to get ahead as well as acquire experience.


OUTCOME
we have plenty of staff
we have extra time with clients
we have saved money and reduced paper around the building
we no longer dread phone calls from important associates
overtime or data entryClients appointment no longer interfere with 
staff are more relaced and less stressed
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