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[bookmark: _Toc175849905]Introduction
For this assignment, I will be discussing and providing potential solutions to a problem within my workplace. I will be implementing a range of various tools and techniques to collate information relating to the issue so that I can identify the root cause of the issue. I will also be looking to locate a reasonable solution to resolve the issue. I will evaluate and assess each solution to see which will be the most feasible option, ways of how the options can be implemented, and raising awareness to the relevant stakeholders. I will look to interpret a tool to monitor success and reflect on the process, determining whether it is deemed to be valued or if there are any further ways of improving it.


[bookmark: _Toc175849906]Define a complex problem in the workplace, including its scope and impact.

Complex problems are typically defined as those that include the ability to approach them from multiple, sometimes competing, perspectives and which may have multiple possible solutions. Anon (2015).

[bookmark: _Toc175849907]Explain what the problem is.
In my small business, during a busy period of operations, a mistake in fulfilling orders had occurred and our customers had received the incorrect items that was requested. We have two chefs who assist in preparing orders and packing orders, unfortunately, two customer orders were mixed and sent out incorrectly. Within five minutes of the customer receiving their delivery, we had received complaints simultaneously as the customers were enraged that they had received items they didn’t order. Consequently, the customer was infuriated and was not happy to await a redelivery for their order as they had already waited almost an hour for their food and was not willing to wait any longer. Due to this, we had lost the possibility of retaining the customer and the customer no longer wished to order with us in future. 
Due to the loss of custom, we had lost the possibility of recognition for good service and the customer left us a negative review hindering the chance of new customers as we were described to be unorganised and wasn’t able to resolve an issue that was related to our services.

[bookmark: _Toc175849908]Who was affected and how?
Due to this error, a number of people were affected by this. The customers, the chefs, the owner, our delivery service, and myself. 
Firstly, the customers were affected as they had received an order that they didn’t order, therefore being that we provided an incomplete service. The customers also had to call us up and inform us of the error identified which was time consuming due to our busy period, but also, had to wait for our team to provide a resolution due to the error that was identified.
The chefs were affected as they had to re-cook the incorrect orders on top of the workload that was present at the time due to the mistake of packing the orders incorrectly. Due to high work volume and low staff volume, there was already an abundance of pressure on the chefs to fulfil orders. Therefore, having to re-cook a previous order was extremely frustrating and caused slight delays in preparing other orders for our customers. 
The owner was left devastated due to this error as it caused a loss of future revenue and custom from the two orders that were incorrectly completed. Not only did we receive complaints for the incorrectly packed orders, but also for late orders. Orders were being sent out late due to the strain of the incorrect orders, which in hand, slowed down the possibility of fulfilling other orders on time. We had a few cancelled orders that night due to the delay that was caused, causing in a loss as the orders were prepared in the process of being ready to send out. Due to the cancellation, cooked food had to be thrown in the bin and the owner was losing out on revenue. Further to this, the owner suffered a further loss as an order had to be sent out for free due to very frustrated customer who was not happy with the service being provided on the day.
The delivery team were affected by this issue too as they had to redeliver orders that were incorrectly completed. This caused delays for them in reaching their target of orders completed for the night and resulted in unhappy customers who were not happy with the fulfilment service. This caused the drivers to feel a sense of stress as they were not able to provide the service to the best of their capability.
Finally, I was affected by this too as I was managing orders, taking them in and ensuring they were being sent out. Unfortunately, I was verbally abused by frustrated customers due to the incident that had occurred. Whilst also taking orders, I was having to also handle unsettled customers which was a very straining experience as it was hard to balance the two.
Overall, the company’s reputation was affected by this issue due to the negative review we had received that night. It could have potentially pushed customers away from our service resulting in the company taking a loss on turnover.
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To assist me implementing a solution to resolve the issue being faced, I have analysed some information relating to the problem. I have listed a range of potential solutions and detailed the most relevant changes in a mind map below. The information collated include the estimated cost of the changes, availability and timescale of the processes being applied.
The issue that had occurred was an error that can tend to occur commonly which leads to the business losing customers and lowers the level of customer retention. I would deem the situation to be serious and detrimental as it holds a frequent occurrence due to the low level of staff that we hold in the company to fulfil the roles. Ideally, we require a solution to be implemented as soon as possible to prevent the business from losing any further valued customers. Our aim is to turnover the rate of unsatisfied customer and be able to provide an exceptional service.
The most ideal process of resolving the issue may require some time as ideally, we would need to hire a new member of staff. The role would enlist the chosen team member to take responsibility of individually labelling containers, packing, and checking over orders before they are handed over to the delivery staff. it is essential that orders are packed up correctly and that no items are missing. Locating a potential staff member can be time consuming and can take up to a few weeks to hire someone suited to the role. Also, we would have to remove a member of staff from their role to provide training to the new staff member. Employee training can help staff develop their skills to become more effective in their roles. Some training is a legal requirement, such as for employees handling and preparing food, working with hazardous materials, or working at height. All employees must be trained in fire safety and workplace health and safety. British-business-bank (no date).
This would essentially take up to 2 days to provide the correct guidance and training to the newly recruited member. I believe once we are able to hire a new member of staff, the issue with orders being misplaced will be resolved.
On the other hand, the cost of this solution can be considered expensive to the business. The hourly rate for pay for this position would be £11.50 which would entail a total of £1656/month to pay the staff member. A lot of money will need to be deducted from the overall revenue of the business to facilitate this. However, I believe this is the most effective strategy for reducing the risk of the error from occurring. It would be unfair to expect another member of staff such as myself have to pick up this role on top of regular tasks allocated to the role. As I am in charge of taking orders and handling customer queries, it would be hard to also work in the kitchen to ensure orders are packed as they should be and assigned to the relevant driver for completion. It is also unfair to expect the chefs to carry out the role as they are continuously working under pressure. For them to check orders, this would increase the possibility of delays in orders and customer unsatisfaction. I believe if we recruit a new member of staff, although it may cost the business on the monthly outgoings, it will help our team reduce customers from not wanting to return their custom to the business.
Another possible solution could be to remove reviews from our business website. By implementing this, no reviews will be made available to the public. This would include both good and bad reviews based on experiences of our services. Although this may seem to be good practise, it could lead customers to question our interaction and have them assume we do not care for their opinions. Also, customers may not want to take the risk of ordering with us as they are unaware of whether we are reputable and able to provide an exceptional service. This solution could result to being time consuming as it would need to be carried out externally.
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Problem: Loss of Customer(s)
Why? Customer was provided with the wrong item.
Why? It was mixed up with another customer’s order.
Why? The order was unlabelled and organised incorrectly.
Why? There is no staff dedicated to organising orders.
Why? The owner did not think it was required to hire staff for this role.


I have interpreted a cause-and-effect tool to assist in identifying the causes of the issue. I have chosen the ‘five whys’ technique to locate a possible cause. By stating the initial issue and repeatedly enquiring ‘Why?’, this helped me identify what caused the issue and a possible solution to resolve it. The issue identified was we lost customers, this was due to our strategy within the business operation not being effective and an order being left unlabelled. They were unlabelled as we had no allocated member of staff to handle this part of the process. By repeatedly asking ‘why?’, I have concluded that a hiring a new member of staff is the most effective process to resolve this issue. The 5 Whys method allows uncovering the root cause of a problem by simply asking "Why" five times. This interrogative technique is one of the most effective tools for root cause analysis in Lean management. Michaela Tonver (no date).
The root cause of an issue is the reason as to why the issue occurred. Trying to find a solution to the problem without understanding the root cause can lead to having a repeat of the same problem and wasting time. By understanding what caused the issue to occur, you can find a solution that will prevent is happening again. That way, the effort, and resources that you will invest in finding a solution will not be a waste. Christine Lopez (no date).

[bookmark: _Toc175849912]Propose a range of alternative solutions to the problem.

[bookmark: _Toc175849913]Solution 1 – Take no action.
The first possible solution is to take no action. As a business, we can ignore the issue that occurred and not look to find a prevention method. However, by doing this, there will be several consequences to face and could harm the businesses reputation in the long run. By choosing to not carry out any measures to resolve the issue from reoccurring, we will risk the possibility of losing further customers. Already, the issue identified caused a loss of two customers who will be refusing to return to our business. If we do not identify a probable solution to this, we will continue to further lose valued customers.
By ignoring the issue, this can also lead to many more negative reviews being made based on our service. This will be very detrimental when attempting to attract new customers and may make our current customers want to turn away from returning to us. This will also lead to a higher volume of unsatisfied customers. I expect the turnover to majorly decrease over a long-term period if we were to go ahead with this option. Not only customers, but our staff will be impacted by this, decreasing morale within the workplace. 
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By implementing the solution of recruiting a member of staff to pack and organise orders, this will assist in preventing the reoccurrence of the issue. I have conducted the ‘Five Whys’ technique to identify the root cause and allocate a possible solution. The problem occurred due to our team not consisting of a dedicated member of staff being assigned to managing order packaging. Hiring a new member of staff will halt this problem as we will have a person dedicated to this role minimising the repeatability of the issue. This will also improve our rating on our business page, allowing an increase in positive reviews as this was our ongoing problem area that required attention for business improvement. If we have more satisfied customers, this will also reflect on our staff as there will be less strain and feeling of neglect due to lack of support within the workplace. 
On the other hand, this strategy would come at a costly manner. To recruit a new member of staff, the owner will have to pay for the persons employment which will affect the monthly turnover. The role will have to be in accordance with the National Living Wage’s criteria and be offered a minimum of £11.50/hour. This will result to a total of £1656/month to be paid to the newly recruited employee. The owner may devalue this solution due to the cost regardless of its effectiveness. 
Also, the process of recruitment has no guaranteed turnaround and could take a several number of weeks to conduct and complete. Further to this, training will have to be provided to guide the employee into the workplace so that they are able to complete their role following the rules and guidance of the law and workplace. The solution would not be able to be enacted until we have located someone suitable for the role, interviewed them and carried out the relevant checks before assigning the relevant training before commencing their role. 
To ensure this solution is effective, we can conduct monthly or fortnightly reviews of our service. We will review the feedback we receive and keep an eye out for any queries or concerns displayed from our customers. The happier our customers are, the higher intake of orders we will expect to receive. We can review whether there are still any areas of improvements that customers as well as employees enclose so that we can function at an optimum rate. As this solution will be costly to the employer, by carrying out these reviews, the owner can express how they feel regarding the strategy and whether they believe it is reflecting in the turnover. 
Ultimately, we will set a target to be met within 12 weeks of employing the chosen candidate and see if we are improving our services due to this advancement within our workplace. Once the training is complete for the new starter, we can discuss goals and targets for our team and work to achieve and exceed where possible.
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The third solution would be to remove the customer feedback section on our online platform so that there is no visible negative feedback available to be seen. This could be effective as negative reviews tend to make customers draw away from shopping with us and may make them feel we are unable to provide a satisfactory experience. 
However, this would give the business a bad profile. Customers may question why we do not display feedback to the public and may feel a sense of insecurity when coming across our business. It will impact our professionality as it would seem that we may not value our customers opinions and do not wish to act upon our customers comments. Also, it may raise questions for new customers as personally, I would also like to see what other people feel towards a business before looking to spend my money with them.
This solution will also require some time to execute as it would have to be a task carried out externally. We are unable to confirm how long it will take to carry out and the cost of having this actioned. As we are unable to carry this out with our team of staff, we would have to hire a web designer to alter our existing platform, incurring costs that could be high. We can monitor the progress of this solution by reviewing our customer turnover on a monthly basis, looking to identify whether we are able to retain our customers or whether we are taking a loss in customer retention.
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	Objectives
	Tasks
	Success criteria
	Time frame
	Resources

	Recruit new member of staff
	-Advertise job

-Interview candidates

- Review the interviews and evaluate which candidate is best suited for the role

- Hire staff and commence training
	-Review the total number of customers we get on average

- Every month check whether we have gained or lost customers

- Assess reviews on online platform to find out if they are positive or negative and analyse if we are making the desired improvements

- Check workspace to see if it is more organised and that there is a flow in business operation
	-2-3 weeks ideally as any longer would further the risk of losing customers due to unsatisfactory experiences
	-Facebook and Indeed to advertise job.

- Allocate a member of staff to train the new starter

- Prepare interview questions

- Acquire equipment for the role to be conducted e.g. sticky labels and marker pens




Pinterest Anon (2022).

[bookmark: _Toc175849917]Gantt Chart

	Task
	Possible start
	Length
	Type
	Dependent on

	1. Advertise job
	Week 1
	1 day
	Parallel 
	

	2. Prepare interview questions for the hiring process
	Week 1
	1 day
	Parallel
	

	3. Interview potential candidates
	Week 2
	1 week
	Sequential
	1-2

	4. Evaluate interviews and recruit a candidate
	Week 3
	2 days
	Sequential
	3

	5. Train the newly acquired staff member
	Week 3
	3 days
	Sequential
	2
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The overall problem within the workplace is that the business is continuously noticing a delice in customers and acquiring negative feedback across our online presence. This is caused by the inability to complete orders as required due to the unorganised allocations of roles within the team. Ideally, success would be reflected through an organised work environment which is both hassle and stress-free. Success would be our team continuously uplifting each other, working in harmony, and completing each order to the best of their ability. It would also be seen by receiving an outstanding amount of positive feedback. Not only does this reflect on our professionalism, but also makes our staff feel proud of what they are doing in their day-to-day roles. Overall, I believe success is to see a workforce working in solidarity and being proud of what they are achieving by providing an exceptional experience to their valued customers.

[bookmark: _Toc175849919]Communicate the plan to relevant stakeholders.

[bookmark: _Toc175849920]Who are your stakeholders?

	Who
	Why
	What
	When
	How

	Chef 1
	-There will be a new member of staff that will assist in the business operations.
	-New member of staff.
-They will no longer hold the role of having to cook and organise orders.
-They will no longer have the responsibility of packing the orders to pass on to the delivery staff.
	Tonight/as soon as possible
	Phone call

	Chef 2
	-There will be a new member of staff that will assist in the business operations.
	-New member of staff.
-They will no longer hold the role of having to cook and organise orders.
-They will no longer have the responsibility of packing the orders to pass on to the delivery staff.
	Tonight/as soon as possible
	Phone call

	Delivery team
	-There will be a new member of staff that will assist in the business operations.
	-New member of staff
-They will be assigned to liaise directly with the new recruit for order updates and processing.
	Tonight/as soon as possible
	Phone call



[bookmark: _Toc175849921]Why do they want to be kept informed?
It is important that all relevant stakeholders are kept up to date and aware of any changes that may affect their performance within the business. As everyone works as a team, if an adaptation was to be implemented to the team, it is vital that they are kept informed so that they can acknowledge if there are to be any changes made to their roles and requirements. Both the problem and solution heavily impact the staff; therefore, keeping everyone updated of changes is essential. It would be unfair to not advise them of any changes that will be implemented in the business as they are the people who are allowing the business to run and perform as and when required.
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	Objectives
	Tasks
	Success criteria 
	Time frame
	Resources

	Minimise loss of customers
	- Ensure that relevant workspaces are kept organised, and everyone is operating at their allocated station

- Ensure all items are labelled correctly and clearly to avoid confusion.

- Ensure all orders are checked before passing them to the delivery team to fulfil the order.
	- Every cancelled order must be noted so that the business is aware of how many customers are lost on a daily basis.

- Make an average calculation of orders fulfilled so that progress can be monitored accordingly. 

- Compare each week’s total order to the previous week to identify if there is an improvement in order fulfilment.
	- Kitchen must be organised and prepped ready for opening hours before opening hours commence. 

- Items must be labelled as soon as the chef confirms that it has been completed.

- Orders must be packed and checked while delivery driver is making their return to store to prevent wasting time and slowing down the service.
	- Sticky labels and marker pens to label items.

- Phone to contact delivery driver to be informed when they are expecting to return to store.

- Calculator to calculate volume of orders.


	Positive reviews
	- Ensure items are labelled to prevent mixing up orders and loss of customer satisfaction.

-Ensure orders are checked before sending them out for delivery to prevent missing items from the order or mixing up orders.
	- Monitor online platform to check for customer’s feedback.

- Request for feedback to customers to understand their experience.

	- Items must be labelled straight after the chef has put the food in.

- Every week, check online platforms to see what feedback is being received on our services.
	- Sticky labels and marker pens to label items.

- Phone to contact delivery driver to be informed when they are expecting to return to store.

- Internet access to check feedback on our online platform.


The business will monitor success by reviewing this action plan during our daily debrief. We will be unable to determine whether progress is being implicated without the continuous review of the plan. The tasks that are required to be implemented in order to achieve our objectives involve the involvement of each individual staff member. It is essential that each member of staff has access to this plan and is able to review the plan as and when required. If there are any inconsistencies or failure to implement the criteria, all staff members will be made aware, and we will work as a team to resolve any obstacles that occur.
I have generated an after-action review to be completed by all members of staff every Sunday to reflect on how our plan was completed and whether there are any areas that could be improved. We will continue to complete this on a weekly basis to monitor regularly where we could potentially improve our services.
Once the after-action review has been completed, we will assess each review and assess where we can improve going forward.
	What went well?
	What went bad?
	Why did it go well?
	Why did it go bad?
	Is there anything to learn for the future?
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