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[bookmark: _Toc237026046]1.1 Introduction 
Problem solving and decision making are important management skills because they help organisations overcome challenges and maintain efficient operations. Within the transport industry, having enough staff is essential to ensure that services are delivered safely, reliably and on time. When there are not enough drivers available, businesses can experience increased costs, reduced staff morale and lower levels of customer satisfaction. Within the transport industry, having enough staff is essential to ensure services are delivered safely, reliably and on time (Williams, 2006). Effective problem solving and decision making are essential management skills that enable organisations to respond to operational challenges and maintain business performance (Proctor, 2005).
This report focuses on the complex workplace problem of driver shortages at D J Thomas Coaches. A shortage of qualified drivers can result in increased overtime, driver fatigue and difficulties maintaining reliable services. The report will use a range of problem-solving and decision-making techniques to identify the causes of the problem, evaluate several possible solutions and recommend the most appropriate course of action. The report will also consider the impact of the proposed solution on employees, management and customers.

[bookmark: _Toc237026047][bookmark: _Toc456901517]1.2 The complex workplace problem
The complex workplace problem identified within D J Thomas Coaches is a shortage of qualified drivers. This shortage places additional pressure on existing employees and creates challenges in maintaining efficient and reliable services. As demand for transport services increases, the organisation must ensure that enough qualified drivers are available to meet operational requirements.
This issue is considered a complex problem because it has several possible causes and more than one potential solution. Factors such as an ageing workforce, difficulties recruiting new drivers, increasing workloads, staff retention and financial constraints may all contribute to the problem. Furthermore, the issue affects numerous stakeholders, including drivers, managers, customers and the organisation itself. Factors such as an ageing workforce, recruitment difficulties and financial constraints often interact in transport organisations (Clegg & Birch, 2007).
The problem cannot be solved through a single action. Recruiting additional staff may reduce pressure on existing drivers, but recruitment requires both time and financial investment. Likewise, increasing overtime may temporarily resolve staffing shortages, but this approach could contribute to employee fatigue and lower morale. Consequently, managers must carefully analyse the available options before selecting the most appropriate solution

[bookmark: _Toc237026048]1.3 Problem ownership
Responsibility for addressing the problem lies primarily with the Operations Manager and the company directors. The Operations Manager is responsible for ensuring that sufficient drivers are available to cover scheduled routes and services, while the directors are responsible for making strategic decisions regarding recruitment, staffing levels and financial resources. Clear ownership of operational problems is essential for effective decision making (Williams, 2006).
Both parties have an interest in resolving the issue because driver shortages can affect service quality, customer satisfaction and the organisation's overall performance.
[bookmark: _Toc237026049]1.4 Scope of the problem
The driver shortage affects both internal and external stakeholders at D J Thomas Coaches. Internally, it impacts drivers, management and office staff responsible for scheduling and daily operations. Externally, customers and recruitment providers may also be affected. The problem extends across the organisation, influencing service delivery, workforce planning and operational performance.
	Stakeholder
	Where they are affected
	How they are affected

	Drivers
	Daily operations
	Increased workloads, overtime and fatigue

	Operations Manager
	Workforce planning
	Difficulty maintaining service levels

	Office Staff
	Administration and scheduling
	Increased workload and schedule changes

	Directors
	Business operations
	Increased costs and reduced profitability

	Customers
	Coach services
	Delays, cancellations and reduced satisfaction

	Recruitment Providers
	Recruitment activities
	Increased demand for qualified drivers



[bookmark: _Toc237026050]1.5 Impact of the problem
Driver shortages can have significant operational, financial and organisational consequences for D J Thomas Coaches. Insufficient staffing may increase pressure on existing employees, affect service reliability and reduce customer satisfaction. If the problem continues, it could also increase operating costs and negatively impact the company's reputation.
	Area of Impact
	Effect on the Organisation

	Employees
	Increased overtime, fatigue, stress and reduced morale.

	Operations
	Difficulty covering routes, scheduling disruptions and reduced flexibility.

	Customers
	Delays, cancellations and lower customer satisfaction.

	Financial
	Increased overtime costs, recruitment expenses and potential loss of revenue.

	Reputation
	Reduced customer confidence and possible loss of future business.



The impact of the problem demonstrates why management must identify a long-term solution that improves staffing levels while maintaining operational efficiency and employee wellbeing.

[bookmark: _Toc237026051]1.6 Constraints 
Several constraints must be considered when addressing driver shortages at D J Thomas Coaches. These include financial limitations, the time required to recruit and train drivers, the availability of suitably qualified staff, legal requirements and the need to maintain normal operations while changes are implemented.
	Constraint
	Impact

	Budget limitations
	Limits recruitment and training expenditure.

	Time constraints
	Recruitment and training require several weeks or months.

	Availability of drivers
	There is a limited supply of qualified PSV drivers.

	Legal requirements
	Drivers must hold the appropriate licences and qualifications.

	Operational demands
	Services must continue while the solution is implemented.



[bookmark: _Toc237026052]2.0 Analyse information on the identified problem, to help inform the decisions making process

[bookmark: _Toc237026053]2.1 Brainstorming
A brainstorming exercise was carried out to identify the possible causes of the driver shortage. The results are shown in Appendix A. Brainstorming is a useful problem-solving technique because it allows organisations to consider a wide range of ideas before carrying out a more detailed analysis. The purpose of this exercise was to identify the possible causes of the problem and establish which factors required further investigation. Brainstorming was used to identify the possible causes of the driver shortage (Osborn, 1963; Clegg & Birch, 2007).
The results of the brainstorming exercise indicate that the driver shortage is influenced by a combination of internal and external factors. Consequently, further investigation is required to identify the root causes of the problem and determine the most appropriate solution.
[bookmark: _Toc237026054]2.2 Mind mapping
A mind map was used to organise the information collected during the brainstorming exercise. The completed mind map can be found in Appendix B. This technique allowed relationships between different causes to be identified and grouped into categories, including recruitment, retention, training, operational factors and financial pressures. The exercise demonstrated that the problem is influenced by numerous interconnected factors rather than a single cause. Mind mapping was used to organise information and identify the relationships between the different factors contributing to the problem (Higgins, 1994).

[bookmark: _Toc237026055]2.3 Five whys analysis 
A Five Whys analysis was carried out to identify the root causes of the problem. The analysis is shown in Appendix C. Before using the Five Whys analysis, I first looked at who was affected by the driver shortage, how the problem was affecting the business and what factors might be causing it. This gave me a better understanding of the situation and helped me identify the root causes of the problem. The Five Whys technique was used to identify the root causes of the problem (Tague, 2004).

[bookmark: _Toc237026056]2.4 Fishbone (Ishikawa) analysis
A fishbone diagram was used to identify the main factors contributing to the problem. The diagram can be found in Appendix D. This technique allowed the contributing factors to be divided into categories, making it easier to understand how different factors combine to create the problem.

[bookmark: _Toc237026057]2.5 Summary of root causes
The analysis demonstrated that the driver shortage is caused by a combination of internal and external factors. Recruitment difficulties, employee retention, increasing demand and financial pressures all contribute to the problem. This suggests that a single solution is unlikely to resolve the issue, and a combination of strategies may therefore be required.

[bookmark: _Toc237026058]3.0 Propose a range of alternative solutions to the problem 
Following the analysis of the factors contributing to driver shortages at D J Thomas Coaches, several possible solutions were identified. Each option has advantages and disadvantages, and each requires different levels of time, resources and financial investment.

[bookmark: _Toc237026059]3.1 Solution 1 – recruit additional full-time drivers 
Following the analysis of the factors contributing to driver shortages at D J Thomas Coaches, several possible solutions were identified. Each option has advantages and disadvantages, and each requires different levels of time, resources and financial investment.

[bookmark: _Toc237026060]3.2 Solution 2 – Introduce training and development programmes
The second option is to invest in training and development programmes for both existing and new employees. This could include providing financial support for Driver CPC training and PSV licence applications. Although this option could help create a long-term solution to the problem, it would require a significant investment of both time and money, and there would be no guarantee that employees would remain with the company after completing their training.

[bookmark: _Toc237026061]3.3 Solution 3 – Improve pay and employee benefits
The third option would involve increasing wages, introducing bonus schemes and offering more flexible working arrangements. This approach could help the company attract new employees and retain existing drivers. However, increasing employee benefits would also increase operating costs and might not completely solve the problem.

[bookmark: _Toc237026062]3.4 – Solution  4 – Combine recruitment and training strategies
The final option is to combine increased recruitment efforts with training and development opportunities. This approach would address both the short-term and long-term causes of the problem and could help the company build a more stable workforce. Although this option would require the greatest financial investment, it is likely to provide the most sustainable solution.

[bookmark: _Toc237026063]4.0 Using a decision making technique, evaluate a range of solutions to identify the most appropriate option

[bookmark: _Toc237026064]4.1 Grid analysis

The results of the grid analysis show that the combination of recruitment and training achieved the highest score of 116. Although this option involves higher costs and takes longer to implement, it provides the greatest long-term benefits. The combined approach is likely to improve staff retention, increase service reliability and create a more sustainable workforce. Therefore, this option was selected as the most suitable solution to the driver shortage at D. J. Thomas Coaches. Grid analysis was used to compare the advantages and disadvantages of each possible solution (Kepner & Tregoe, 1967). The full grid analysis is shown in Appendix E.
[bookmark: _Toc237026065]4.2 Cost benefit analysis 
A cost benefit analysis was carried out to assess the financial impact of implementing the proposed solution. The analysis considered both the costs and the benefits of combining recruitment with additional training over a five year period. The findings indicated that the long term benefits outweighed the initial costs, making the proposed solution financially viable. The full cost benefit analysis can be found in Appendix F.
[bookmark: _Toc237026066]4.3 Financial ratio analysis
The financial ratio analysis showed that the proposed solution would provide a positive return on investment. The benefit-to-cost ratio of 2.28:1 means that the company could expect to receive around £2.28 in benefits for every £1 spent. The annual net benefit of £15,700 suggests that combining recruitment and training could improve efficiency and support the long-term success of the business. The financial ratio analysis is shown in Appendix G.

[bookmark: _Toc237026067]4.4 Justification of the preferred solution

The results of the grid analysis, cost-benefit analysis and financial ratio analysis showed that combining recruitment and training would be the best option for D. J. Thomas Coaches. Although this option would involve higher initial costs, it is likely to provide greater long-term benefits. The solution would help the company attract new drivers while also improving the skills and retention of existing employees. It is also expected to reduce overtime costs, improve service reliability and increase customer satisfaction. For these reasons, the combined approach was chosen as the preferred solution.
[bookmark: _Toc237026068]5.0 Develop a detailed plan for implementing the solution 

[bookmark: _Toc237026069]5.1 Action plan 
An action plan was developed to ensure that the proposed solution could be implemented effectively. The plan outlines the main activities, identifies the individuals responsible for completing each task and sets out the expected timescales for completion. This approach should help D. J. Thomas Coaches monitor progress and ensure that the objectives of the project are achieved. The full action plan can be found in Appendix H.


[bookmark: _Toc237026070]5.2 Gantt chart
A Gantt chart was used to create a clear timeline for implementing the proposed solution. The chart shows the order in which tasks should be completed, the time allocated to each activity and the individuals responsible for carrying out the work. Buffer time was also included to allow for unexpected delays, such as difficulties recruiting suitable candidates or changes to operational requirements. The full Gantt chart can be found in Appendix I.
[bookmark: _Toc237026071]6.0 Communicate the plan to relevant stakeholders

[bookmark: _Toc237026072]6.1 Stakeholder analysis 
A stakeholder analysis was carried out to identify the individuals and groups affected by the driver shortage and the proposed solution. Effective communication with stakeholders is essential when introducing organisational change (Robbins & Judge, 2023). This process made it possible to understand the interests, expectations and level of influence of each stakeholder. Once the stakeholders had been identified, they were prioritised according to their importance to the project. This helped determine whether they should be managed closely, kept satisfied, kept informed or simply monitored. The full stakeholder analysis can be found in Appendix J. Stakeholder analysis was used to identify the individuals and groups affected by the proposed solution (Mitchell, Agle, & Wood, 1997).

[bookmark: _Toc237026073]6.2 Communication plan
A communication plan was developed to ensure that all stakeholders were kept informed throughout the implementation process. The plan identifies the information to be shared, when communication will take place, how it will be delivered and who will be responsible for carrying it out. The full communication plan is included in Appendix K. Effective communication is essential when implementing organisational change (Williams, 2006).

[bookmark: _Toc237026074]7.0 Assess appropriate monitoring and review techniques to ensure successful implementation of solution

[bookmark: _Toc237026075]7.1 Monitoring progress
Several monitoring techniques will be used to assess the progress of the proposed solution. Recruitment figures, staff retention rates, overtime records and customer feedback will be reviewed regularly to identify any changes. These techniques were chosen because they make it easier to recognise problems, identify trends over time and highlight areas that require improvement. Regular monitoring helps organisations identify issues early and maintain progress (Proctor, 2005). Gantt charts and action plans will also be used to monitor progress against deadlines and ensure that resources are used effectively. Regular monitoring allows organisations to identify problems early and make changes where necessary (Proctor, 2005).
[bookmark: _Toc237026076]7.2 Review and corrective action
Regular review meetings will be carried out to assess whether the objectives of the project have been achieved. The Gantt chart will help managers compare actual progress with the original schedule, while the action plan will ensure that individual tasks are completed within the agreed time frame. If problems are identified, corrective action can be taken, such as increasing recruitment activities, providing additional training or adjusting working practices. Using these techniques will help the organisation maintain progress and achieve long-term improvements. 
[bookmark: _Toc237026077]Conclusion 
This report looked at the problem of driver shortages at D. J. Thomas Coaches and the effect this has on the business, employees and customers. Several problem-solving techniques were used, including brainstorming, mind mapping, the Five Whys technique, fishbone diagrams, grid analysis, cost-benefit analysis and financial ratio analysis.
After looking at the different options, the results showed that a combination of recruitment and training would be the best solution. Although this would cost more in the beginning, it should reduce overtime, improve staff retention and make services more reliable. An action plan, Gantt chart, stakeholder analysis and communication plan were also created to support the implementation of the solution.
Overall, the report shows how important effective problem-solving and decision-making are when dealing with workplace issues and improving business performance.
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[bookmark: _Toc237026079]8.0 Appendices 

[bookmark: _Toc237026080]Appendix A – brainstorming 
	Category
	Possible causes

	Recruitment
	Shortage of qualified PSV drivers, competition from other employers, limited advertising

	Retention
	Employee dissatisfaction, workload pressures, limited career progression

	Working conditions
	Long working hours, shift patterns, work-life balance

	Financial factors
	Wage expectations, training costs, recruitment costs

	Training requirements
	Driver CPC requirements, licence requirements, lengthy training periods

	Workforce demographics
	Ageing workforce, retirements, lack of younger drivers entering the industry

	Operational factors
	Increased demand for services, scheduling difficulties, staff shortages


[bookmark: _Toc237026081]Appendix B – mind map

[image: ]
[bookmark: _Toc237026082]Appendix C – five whys analysis 
	Question
	Answer

	Who is experiencing the problem?
	Drivers, managers, office staff, customers and the company directors are all affected by the shortage of drivers.

	What are the impacts, effects or symptoms?
	Increased overtime, higher operating costs, driver fatigue, scheduling difficulties, delays to services and reduced customer satisfaction.

	When did the problem occur?
	The problem developed as demand for transport services increased and the number of available qualified drivers declined.

	Where does the problem occur?
	The problem affects D J Thomas Coaches throughout its operations across South Wales.

	Why did the problem occur?
	Several factors contribute to the problem, including an ageing workforce, increased competition from other transport companies, lengthy training requirements and difficulties in recruiting and retaining staff.



[bookmark: _Toc237026083]Appendix D – fishbone (Ishikawa) diagram 
[image: ]
[bookmark: _Toc237026084]Appendix E – grid analysis 
The first number represents the unweighted score, while the number shown in brackets represents the weighted score used to calculate the final total.

	Factors
	Cost (5)
	Time (4)
	Long-term benefits (5)
	Staff retention (5)
	Service reliability (5)
	Training requirements (3)
	Total

	Recruit additional drivers
	3 (15)
	4 (16)
	4 (20)
	3 (15)
	5 (25)
	4 (12)
	23 (103)

	Training programme
	2 (10)
	3 (12)
	5 (25)
	4 (20)
	4 (20)
	2 (6)
	 20 (93)

	Improve pay and benefits
	2 (10)
	5 (20)
	3 (15)
	5 (25)
	4 (20)
	5 (15)
	24(105)

	Recruitment and training combined
	4 (20)
	3 (12)
	5 (25)
	5 (25)
	5 (25)
	3 (9)
	25(116)


[bookmark: _Toc237026085]Appendix F– cost benefit analysis
List of all costs
	Items
	Year 1
	Year 2
	Year 3
	Year 4
	Year 5
	Total (£)

	Recruitment advertising
	£1,500
	£500
	£500
	£500
	£500
	£3,500

	Driver training
	£5,000
	£2,000
	£2,000
	£2,000
	£2,000
	£13,000

	Driver CPC training
	£3,000
	£1,000
	£1,000
	£1,000
	£1,000
	£7,000

	Administration costs
	£1,000
	£500
	£500
	£500
	£500
	£3,000

	Additional wages and benefits
	£5,000
	£5,000
	£5,000
	£5,000
	£5,000
	£25,000

	Ongoing support and development
	£2,000
	£2,000
	£2,000
	£2,000
	£2,000
	£10,000

	Total costs
	£17,500
	£11,000
	£11,000
	£11,000
	£11,000
	£61,500


	Items
	Year 1
	Year 2
	Year 3
	Year 4
	Year 5
	Total (£)

	Reduced overtime costs
	£8,000
	£8,000
	£8,000
	£8,000
	£8,000
	£40,000

	Reduced recruitment costs
	£3,000
	£3,000
	£3,000
	£3,000
	£3,000
	£15,000

	Improved customer satisfaction
	£4,000
	£4,000
	£4,000
	£4,000
	£4,000
	£20,000

	Reduced sickness absence
	£2,000
	£2,000
	£2,000
	£2,000
	£2,000
	£10,000

	Increased productivity
	£5,000
	£5,000
	£5,000
	£5,000
	£5,000
	£25,000

	Reduced service cancellations
	£6,000
	£6,000
	£6,000
	£6,000
	£6,000
	£30,000

	Total benefits
	£28,000
	£28,000
	£28,000
	£28,000
	£28,000
	£140,000


List of all benefits 
[bookmark: _Toc237026086]Appendix G – Financial ratio analysis 
Benefit to cost ratio
Formula
Benefit-to-cost ratio = Total benefits ÷ Total costs
Calculation
£140,000 ÷ £61,500 = 2.28: 1
This means that every £1 invested is expected to generate approximately £2.28 in benefits.

Net annual benefit 
Formula
Net annual benefit = Annual benefit − Annual cost
Calculation
£28,000 − £12,300 = £15,700

Average annual benefit
Formula
Average annual benefit = (Total benefits − Total costs) ÷ Number of years
Calculation
(£140,000 − £61,500) ÷ 5
= £78,500 ÷ 5
= £15,700

[bookmark: _Toc237026087]Appendix H – action plan 
	Objectives
	Tasks
	Success criteria
	Time frame
	Resources

	Recruit additional drivers
	Advertise vacancies, review applications and carry out interviews
	Suitable candidates are recruited
	Months 1–2
	Recruitment websites, managers and advertising budget

	Improve driver training
	Deliver training sessions and support new employees
	Drivers successfully complete their training
	Months 2–4
	Training providers, company vehicles and training materials

	Improve staff retention
	Review pay, working conditions and employee support
	Reduced staff turnover and improved job satisfaction
	Months 3–5
	Management team and company funding

	Improve service reliability
	Monitor staffing levels and review schedules
	Reduced delays and fewer service cancellations
	Months 5–6
	Management team and scheduling software

	Review progress
	Analyse performance data and gather feedback
	Objectives are achieved and improvements are maintained
	Month 6
	Managers, drivers and customer feedback



[bookmark: _Toc237026088]Appendix I – Gantt chart
	Activity
	Month 1
	Month 2
	Month 3
	Month 4
	Month 5
	Month 6

	Identify staffing requirements
	✓
	
	
	
	
	

	Advertise vacancies
	✓
	✓
	
	
	
	

	Review applications
	
	✓
	
	
	
	

	Conduct interviews
	
	✓
	✓
	
	
	

	Recruit new drivers
	
	
	✓
	
	
	

	Deliver training
	
	
	✓
	✓
	
	

	Monitor performance
	
	
	
	✓
	✓
	

	Review staffing levels
	
	
	
	
	✓
	✓

	Evaluate outcomes
	
	
	
	
	
	✓



[bookmark: _Toc237026089]appendix J – stakeholder analysis 
	Stakeholder
	Interest
	Influence
	Priority

	Drivers
	Workload, pay and working conditions
	High
	Manage closely

	Managers
	Staffing levels and service reliability
	High
	Manage closely

	Customers
	Reliable transport services
	Medium
	Keep informed

	Training providers
	Delivering training programmes
	Medium
	Keep satisfied

	Company directors
	Financial performance and business growth
	High
	Manage closely



[bookmark: _Toc237026090]appendix K – communication plan
	What
	When
	How
	Responsible
	Directors
	Managers
	Drivers
	Customers

	Discuss staffing requirements
	Week 1
	Meeting
	Operations manager
	Approve
	Receive
	Receive
	Monitor

	Advertise vacancies
	Weeks 1–2
	Social media, website and recruitment agencies
	Management team
	Approve
	Receive
	Receive
	Monitor

	Conduct interviews
	Weeks 2–4
	Face-to-face meetings
	Operations manager
	Monitor
	Receive
	Participate
	Monitor

	Deliver training programme
	Weeks 4–8
	Classroom and practical training
	Training provider
	Monitor
	Receive
	Participate
	Monitor

	Provide progress updates
	Monthly
	Meetings and emails
	Management team
	Receive
	Receive
	Receive
	Monitor

	Review the effectiveness of the solution
	Month 6
	Reports and meetings
	Operations manager
	Approve
	Receive
	Receive
	Receive
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