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Define a complex problem in the workplace, including its scope and impact
 A Complex problem is not just one problem but can have many potential problems which can lead to multiple solutions within the workplace. Although by solving a complex problem another problem may occur, a problem is not just specific to one individual but to many especially in workplace setting. (Fischer, et al 2011) states that a problem is considered to exist when a person or persons has a goal but does not know how this goal is going to be reached. To achieve a goal, it must go through a process of elimination. Roderick dental Ltd has seen more dental nurses leaving within the past few months than previous years, the high staff turnover is now a complex problem. 
Dental nurses are crucial part of a dental practice without them dentists cannot work; Where does this leave the company, dentists, hygienists, dental therapists, receptionist and most importantly the patients? It has a massive impact on the team, company, and the NHS. Dentistry has suffered massively during the pandemic, with unrealistic targets to be met by the NHS and more pressure on the NHS staff (GOV,2023) supports this view with their statistics of dental services. (GDC,2024) agrees that there is a “recruitment crisis” as currently there are 61,000 dental nurses on the register 34% of these nurses have become uncertain about remaining in the profession. Not only will it mean limited services but also quality of care given to our patients, if there are no staff then there are no treatments; for example, emergency appointments are needed in a general practice on a daily basis if no appointments were available due to staffing issues this will lead to unneeded pressure on hospitals. Dental patients have seen to end up in A&E with dental issues.(BDA,2024) stated that 52,000 patients visited A&E within the last year. Shareholders will need to take accountability in how they can resolve the problem with the input of stakeholders within Roderick dental. By gathering and analysing information, mangers can produce the correct tools to find a solution to the increasing complexity of the high staff turnover. These tools will include brainstorming with the dental team, mind mapping, the 5whys which will lead to the root cause of the problem. 







Analyse information on the identified problem, to help inform the decision-making process
Practice meetings within Roderick Dental involve the whole team, from these meetings stakeholders can share their input on the cause and effects that they think contribute to high staff turnover. The main agenda of the meeting is to generate ideas of solutions for the high staff turnover See below the brainstorming that was created for the mind map to evolve and organise the potential solutions. (Maier,1970) explains that various research suggests the quality of the final solution can be significantly improved by considering as many solutions as possible. This is why firstly a brainstorm is needed as any idea is acceptable at this stage of decision making without the brainstorm it would be most difficult to just form one solution and this would not give the best potential outcome.
BRAINSTORMING 

High staff turnover
increased holidays per year
paid sick pay 
hire more staff
flexiable hours 
nursing banding for dental nurses just like hospital settings
Birthday off (Paid)
training courses 
teambuilding days eg days out of practice 
childcare offers
staff bonus 
company cars
NHS pension 
Travel costs paid 
indemnity paid by company 
GDC registraion paid for 

The results from the brainstorm will now be broken down into a mind map, a mind map will have more organization into the thought process of all the ideas created in the brainstorm from this the practice can determine which is best solutions to go forward. (Edwards,2010) points out that mind maps are effective technique to help formulate your ideas also problem solve, which adheres to why mind mapping can be a tool to finding out the problems which lead to some workable solutions. 




MIND MAPPING DIAGRAM 
[image: ]

The mind map indicates a variety of solutions which comes with a cost as shown above on how they are linked together. A pattern of cost comes with any business to see change. The common dominator for the high staff turnover suggests that pay, working environment and job satisfaction is why there is a complex problem. Looking at the mind map it suggests that every solution can have a positive and negative attribute which makes the decision process still complicated therefore other tools and models can help lead to one goal that is going to be practical, logical, and financially appropriate to stakeholders and shareholders. 

[bookmark: _Int_E3V3c2aR]Although mind mapping can look at the ideas and formulate better understanding and solutions for the high staff turnover, why do we not look at the whys of the problem, another tool that will help make informed decisions about an idea. The five whys can identify the root cause of a problem and the effect it has on the business. (Gangidi 2019) also emphasizes that using the model Five whys correctly can provide solutions to resolve issues within operations management and many more areas of a business. 

Why are dental nurses leaving the company? Dental nurses are dissatisfied with their jobs. 
Why are dental nurses dissatisfied within their career? Dental nurses are feeling overworked and underpaid. 
Why are dental nurses overworked and underpaid? Roderick dental is understaffed and unable to provide their nurses with an adequate pay rise. 
Why is Roderick dental understaffed? Due to reputation and poor working conditions and not enough reward or recognition as a dental nurse. 
Why are Roderick dental nurses not recognized or rewarded for their role in the company? Rewards on the financial budget always end up with the dentists as they are the ones who have the contract with the NHS and an NHS pension not nurses.
[bookmark: _Int_8Kv9uBrz]Furthermore, information can be broken down into a Fishbone diagram this can be another approach to the decision-making process. This can show the cause and effect on the high staff turnover. According to (Llie et al 2010) Ishikawa diagram known as the fishbone diagram was created with the goal of identifying and grouping the causes which produce a quality problem.














FISHBONE DIAGRAM RODERICK DENTAL 
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Propose a range of alternative solutions to the problem 
Job satisfaction, working environment and pay are the primary areas the company needs to improve on as these are the root causes to the issue. Workable solutions to these problems could be a range of solutions. The table below shows many solutions for the three main problems to why Roderick dental is seeing such a high staff turnover, it shows what solution are a definite to take forward to evaluate and what are not, it also states what solution can be looked at in the future this is shown by symbols next to the solutions Y/N/F.
	JOB STATISFACTION
	PAY/NHS
	WORKING ENIVORMENT

	Training Y
	Bonus yearly 20% F
	Aircon in all surgeries Y

	Extra duties, more titles as a nurse – impression taking clinics nurse led Y
	Banding for nurses depending on how many years qualified F
	Working surgery chairs Y

	Rewards certificates Y
	Overtime Y
	New equipment – instruments, decontamination equipment Y

	Online website recognition Y
	Increased holidays one per year Y
	Adequate working staffroom 
Y

	Appreciation by company in monthly newsletter F
	GDC/Indemnity paid for Y
	Coffee milk tea available Y






Using a decision – making technique, evaluate a range of solutions to identify the most appropriate option
The best way to evaluate if these solutions will work is a grid and cost benefit analysis. This will give the supporting evidence in decision making process to show our shareholders and stakeholders that these are the best solutions to the high staff turnover. (Watkinson, 2017) states that a grid analysis will help bring confidence to your decision-making process, which supports why the technique is used in all forms of businesses. The grid below will be scored by the values of numbers 1 will be poor and 5 will be exceptionally good. 



Grid Analysis Roderick Dental 
	Factors:
	Time
	Cost
	Value to Roderick dental
	Patient care
	Total

	weights
	2
	0
	5
	5
	

	Training 
	1           2
	0            0
	5           25
	5            25
	11        52

	Extra Nurse Duties – Impression taking, fluoride vanish, OHI educator, Radiography
	3           6
	0            0
	5           25
	5            25
	13        56

	Rewards
	4           8
	0           0
	0        0
	0          0
	4           8

	Online recognition
	4           8
	4           0
	4        20
	4          20
	16         48  

	Overtime
	4           8
	0           0
	4        20
	4          20
	12         48

	Increased holiday per year
	5          10
	1           0
	0         0
	0          0
	6           10

	GDC/Indemnity paid for 
	2           4
	0            0
	0         0
	2          10
	4           14

	Aircon in all surgeries 
	1           2
	0            0
	3         15
	5          25
	9           42

	New equipment e.g. instruments, dental chairs 
	1           2
	0            0
	5          25
	5           25
	11         52

	Coffee milk tea available to staff members 
	4         8
	0          0
	0         0
	0           0
	4           8



Findings from the grid Analysis suggest that the best solution to take forward from the weighted score is Extra duties although the total score indicates that online recognition is the best option. The extra duties being the best solution is a logical approach as not only does the extra duties benefit the employees but also the company and patients, for example the employee would feel satisfied in their job role as by having a range of other qualifications to achieve through the company they would become more happy and satisfied in their job role: extra duties come with more responsibility comes with an increase in pay. The extra duties will free up time for a dentist meaning more patients can be seen therefore targets can be achieved for the company and NHS, this will then lead to stress levels decreasing through the practice and happy working environment. Cost benefit of extra duties will need to be looked at to know if it is still the best solution financially as courses such as radiography, impression taking and OHI educator all have a separate cost for every dental nurse. (Mishan et al 2020) states “that a cost benefit analysis is the systematic and analytical process of comparing benefits and costs”. See below cost benefit analysis of extra duties.
Cost Benefit Analysis 


	Costs
	Year 1
	Year 2
	Year 3
	Total

	Purchase of courses 
	1,500
	0
	0
	1,500

	Training
	500
	0
	0
	500

	Time 
	300
	100
	0
	400

	Total costs
	2,300
	100
	0
	2,400





	Benefits 
	Year 1
	Year 2
	Year 3
	Total

	Staff recruitment
	2,000
	2,300
	2,300
	6,600

	NHS new patients increase
	1,000
	1,300
	1,400
	3,700

	Historic patients
	500
	1,000
	1,250
	2,750

	Emergency patients
	700
	900
	1,000
	2,600

	Total Benefits
	4,200
	5,500
	5,950
	15,650




Benefit to cost ratio = Total benefits = 15,650 = 3.1
Total cost – 2,400
Net annual benefit = annual benefit – annual cost
(first year) = 4,200 – 2,300 = 1,900
Total annual benefit = total benefits – total costs 15,650- 2,400
                                        3                                    3
Total – 4,416 
[bookmark: _Int_QTHks0bY]Financial gain is achievable and helps towards the solution as the grid analysis shows increase of benefits to the company. By shareholders who are investing in the extra duties will show, how nurse led clinics free time for clinicians to see NHS new patients, historic patients, and emergency patients. Targets for the NHS will then be achievable the NHS could then potentially renegotiate their targets to Rodericks as they will be overachieving by end of year 3. The grid analysis and cost benefit analysis prove to be more supporting evidence on how extra duties are the right decision to plan and take ahead for the high staff turnover to not be a problem in future. 











Develop a detailed plan for implementing the solution 
Gantt chart is useful tool to implement and monitor progress of how the extra duties will happen who is involved in the and the action of each task when it will be taken. (Geraldi et al 2012) explains that Gantt charts are particularly useful to cope with some of the complicatedness of projects, which is way using a step-by-step approach of implementation to a solution will help communicate with Roderick stake holders, to physically show that a change is occurring to the problem by implementing the solution. By the end of the year, it will show us all nurses working for Roderick dental will have either started a course or finished the course. Nurse led clinic will then take place, which will free more time for the dentists to see more patients and for targets to be hit. Furthermore, staff will feel satisfied and less stressed in their job role as workload will be shared evenly and not solely on one individual. Below is an individual Gantt chart on how practice manager can implement the solution the manager is the person to make the change happen as she or he has the authority to do so. It is the responsibility of the manager to make sure that tasks are completed or to resolve the situation into why they are not being completed.
Practice Manager Gantt Chart 
	Task
	JAN
	FEB
	MAR
	APR
	MAY
	JUN
	JUL
	AUG
	SEP
	OCT
	NOV
	DEC

	Email Roderick course manger
	
	
	
	
	
	
	
	
	
	
	
	

	Plan visit
	
	
	
	
	
	
	
	
	
	
	
	

	Visit date set
	
	
	
	
	
	
	
	
	
	
	
	

	Instant message to inform nurses
	
	
	
	
	
	
	
	
	
	
	
	

	Emma course manger visit practice
	
	
	
	
	
	
	
	
	
	
	
	

	Discussion to each nurse what course to go on
	
	
	
	
	
	
	
	
	
	
	
	

	Emma sends course link
	
	
	
	
	
	
	
	
	
	
	
	

	Dental nurse 1 OHI
	
	
	
	
	
	
	
	
	
	
	
	

	Dental nurse 2 Fluoride
	
	
	
	
	
	
	
	
	
	
	
	

	Dental nurse 3 Impressions
	
	
	
	
	
	
	
	
	
	
	
	

	Dental nurse 4 Radiography
	
	
	
	
	
	
	
	
	
	
	
	

	Sign off Teams meeting with Emma
	
	
	
	
	
	Nurse 2 
Nurse 3
	
	
	Nurse 1
	
	
	

	Nurse led clinic starts
	
	
	
	
	
	
	Nurse 2
	Nurs3
	
	Nurse 1
	
	



The Gantt chart shows what months these tasks were completed on highlighted in the blue also states that July was the month the nurse led clinic took place under the extra duties of fluoride vanish and impressions taking. While showing that Radiography is still ongoing course as it is a 2-year course. For all the extra duties except radiography took round 7 months for implementation to be completed. This also indicates that no nurses have left within the last year as now they have prospects and achievement to stay with the company. 



Communicate the plan to relevant stakeholders
The stakeholders in Roderick dental involve the employees, patients, and company as they all have a role to play in how the implementation of the extra duties will happen. The employees will involve the dentists and nurses working together for the nurse to pass her course. For example, the dentists will need willingness and patience to help mentor a nurse in the specific course they are undertaking, as it relies on the teachings of a dentist as well as the co-operation from patients to help. Formal communication is needed for consent off patients for the nurses to treat them while learning the new skill. Dentists will need to document with the nurse each process of the case study whether it is impression taking or radiographs on a patient to give valid feedback. The process of a course is time consuming not only to the employees but the company and patients, informative communication will be updated on a monthly process to area manager as appointments need to be extended while the nurse is training. Verbal communication consisting of practice meetings once a month can be the process of how and when communication will take place to the other members of the team. Patients can be notified via phone call from the dental receptionist before their appointment and whether they are happy to be seen by a nurse in training. Non-verbal communication through email will be notified from the practice manger to the area manager in regarding time schedule on when the nurses will pass their course. Therefore, a communication plan needs to be put in place see below the communication plan for the stakeholders. 
	STAKEHOLDERS
	DELIVERABLE
	FREQUENCY
	PREFERED DELIVERY METHOD
	PRIORITY

	Patients
	Appointment duration 
	weekly
	Phone call
	high

	Employees (dentists, dental nurses, receptionist
	Course progress
	monthly
	Verbal discussion practice meeting
	medium

	Area Manager 
	Financial turnover
	Monthly 
	Email Figures 
	high







Assess appropriate monitoring and review techniques to ensure successful implementation of solution
The main monitoring method to ensure successful implementation would be the Gantt chart as it shows what will be done and what months and who should be completing the tasks if tasks are not being completed this shows on the Gantt chart such as an empty space not being blocked off. Therefore, if this would occur can rectify the task by meetings with stakeholders to know what is going to plan and what is not and any further ideas any individual would have to sustain the implementation of the solution. From the Gantt Chart of a practice manager, it does show us the successfulness of the implementation to the solution, although if a Gantt chart occurred for each individual, it may not look as planned as a manager chart as different tasks would be set out for that individual, and how life or work commitments can get in the way of completing the task on that particular month. One to ones and PDP for the staff members who are on courses help monitor every individual a more personalized approach to monitoring not only that it can be that individual responsibility for their own progression. 















References 
British Dental Assocation 2024 – Dental abscess crisis has a body count – rescue plan needed Bda.org 
Edwards S, Nick Cooper 2010 – Mind mapping as a teacher – The clinical teacher 7(4)236-239 scholar.google.com 
[bookmark: _Int_uJbZiuPD]Fischer A, Samuel Greiff, Joachim Funlee 2011 – The process of solving complex problems scholar.google.com
[bookmark: _Int_wFfssWSD]Gangdi P 2019 – A systematic approach to root cause analysis using 3 x 5 whys technique scholar.google.com
General dental Council 2024 – gdc.uk.org 
[bookmark: _Int_L58oTXVl]Geraldi J, Thomas Lechter 2012 – Gantt charts revisited: A critical analysis scholar.google.com
Government Wales 2023 – NHS dental services April 2022 to March 2023 – Gov.wales
Maier 1970 – Introduction 187page Certificate in higher education: skills for the workplace Book
Mishan J.E, Euston Quah 2020 – Cost benefit analysis scholar.google.com 
Watkinson M 2017 – The grid: The decision-making tool for every business (including Yours) scholar.goolge.com




image2.png
oo tack o (o<
Stac€ Qg

\Giloans, A
No beaud) o) o

 loce s ueh
8 B
otonngy \ oo s
panhieS o genal
9ol lo §OW no “\ o 2nCE
slpeore {0 cecomghen

gmany

Hign S

far®?

180 \rreqiar
e

fooc
Commacsi
deficalt goents
lacg ot

felies &GRS

R





image.jpg




image.png
PRIFYSGOL CYMRU ———
S Y Drindod Dewi Sant

UNIVERSITY OF WALES

Trinity Saint David





