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A complex problem in my workplace
A complex problem in the workplace is a problem that has more than one outcome to resolve it. This assignment is going to be based on an actual workplace problem that I have encountered during my current job role. 
My workplace problem is customer orders being missed or failing delivery dates and times. The people this is affecting are the customers the staff and the business moral. The customers that are affected by not having the deliveries on time or late which them impacts their customers. The customer could also have their day impacted as in if they took time off work for someone to receive this delivery at X o’clock. The staff are being affected as customers are phoning asking about where their deliveries are and then depots are phoning asking where they are and threating couriers to come in at our cost. Another person affect would be the business as we could lose customers due to not delivering on time, become known for being unable to deliver great customer service or provide a service a customer or client has paid for. 
The impact on all these problems is huge as employees may lose their jobs as they won’t be needed due to volumes of deliveries dropping. Customers could slander the company or drivers all over social media, which will impact the business and their personal lives, families and their home. Extra resources and expense to ensure customer get their deliveries. Extra expense in making sure our business is not impacted by negative comments from customers. 
The scope of this problem is the lack of training drivers have had on apps and the number of different apps there are to complete their run. For example, we have 6 different networks. Also, the reliability on the signal of the apps as they run on mobile signal. The lack of regular drivers we have covering them areas and having agency drivers in who don’t really care about the job in hand. Which can be come costly to the business.













Brainstorming solutions 
To analyse the I am going to brain storming technique 
All deliveries need to be scanned on the driver before leaving or this impacts KPI’s 


Communication between drivers and our depot, communication between drivers and management staff, listen to requests and problems. 

Reward staff for their hard work 

Make sure drivers know the process 
All drivers having tablets and access to all apps to pod off deliveries 
Correct paperwork is given to every driver that needs it, ADR paperwork for dangerous goods. 
Brief all agency staff on procedures and tablet podding process. Make sure agency staff get given a tablet as it helps track progress. 
Don’t over work drivers and office staff. Make sure there are enough regular staff to cover sickness and holidays 
Training on tablet apps, and procedures incase off issues while attempting delivery 
Update tablet software 
al
        Orders being missed or failing








Access issues attending customer properties and may need smaller vehicles or road closures are in place, weight limits for road or bridges.

Make sure all jobs and run sheet allocations are filled out correctly, to avoid delay in delivering or drivers setting out 






After we have generated as many ideas as possible either on your own or with in a work-based group. You then need to go back over the brainstorm and revisit each idea to see if it is something that’s considered to help resolve your problem. If it is a no definitely not or if it is something that you its worth looking into later. 

Yes, list to all possible solutions to help fix the problem. 
Don’t over work drivers and office staff. Make sure there are enough regular staff to cover sickness and holidays 


 All drivers having tablets and access to all apps to pod off deliveries 



Communication between drivers and our depot, communication between drivers and management staff, listen to requests and problems. 
Brief all agency staff on procedures and tablet podding process. Make sure agency staff get given a tablet as it helps track progress
        Orders being missed or failing











Access issues attending customer properties and may need smaller vehicles or road closures are in place, weight limits for road or bridges.





Once we have recognised potential solutions that will help prevent this problem from arising as much as possible, we then need to take our information and find the root cause to our problem. This will then Identify the best possible cost-effective way to solve it, and how to do it effectively. To help me come to this I am going to demonstrate a few other tools that can be used to gather this information and how they are used correctly. 






Mind mapping
Office staff need to be made aware of any issues so they can be actioned ASAP.

Contact depots, as a delivery fails or needs alternative instruction to be delivered successfully.
Report to office onsite, so it can be reported back to supplier or collecting depot to arrange alternative vehicle size. 


Ask customer to meet if possible. 


All agency staff need a brief on how things are run at depot and what protocol is if anything happens.
Drivers need clear instruction of deliveries i.e.  addresses.

Communication 
Access problems


Make sure drivers attempt to contact customer onsite or near site if possible. 




        Orders being missed or failing

	

Making sure all software is up to date and works as it should. 
All ADR paperwork needs to be given to drivers or they can’t take it out. 


Every driver needs to adequate training on how to use the apps on the tablets.


Upload pod paperwork to hit KPI targets and shows proof of delivery. 

Tablets for deliveries 
paperwork


Every driver needs a tablet, so they can pod off jobs as they go. 
Check jobs are manifested correctly as this can impact them being taken out for delivery. 





This method shows us, what we need to do to improve each topic, that causes the main problem. Some of the points made are unavoidable, for example access issues on deliveries that have been planned on a vehicle that’s too big. Or if the tablet has a signal issues the wont update at the correct time of delivery.



Five WHYs
We also have a method call the five WHY’S, this will help to determine your root cause, 
Also start your question with WHY. And sue their answer to build on your next question for example. 

WHY haven’t you delivered your last two drops?
One was a school, and it was closed when I arrived and the other, I couldn’t find. 
WHY didn’t you contact us while you were on site?
My phone didn’t have signal at the time and when it did it was out of battery. 
WHY didn’t you use the in-cab tablet?
I didn’t know you could phone or communicate through the tablets. 

My root cause to this problem of having two failed deliveries was solved in three whys you don’t have to use all five. But I have determined that this driver not only didn’t take his own equipment with him he wasn’t briefed on arrival of what he needed and what was to happen in case he needed to contact us in an emergency or to say he was struggling. 
This method If used correctly will help you determine the root cause for your problem on hand quite quickly and effectively. It will give you an area you need to address on how to prevent it happening again and again. 

We could also use a fishbone chart to help use identify possible causes and variations to the problem on hand. This chart helps you gain knowledge of the affected areas and helps you determine the root cause by collecting the relevant data.  This works by putting your problem at the nose of the fish, down the centre is the spine and coming off the spine ae bones these bones represent causes to the problem. Coming off the cause are the effects it has to the businesses or to the individual person. 



Fishbone chart 



Deliveries 


Jobs entered incorrectly
Phone lines down
Not being signed.

Not trained how to use or work tablets. 
Not being given with deliveries 

Internet dropping 

Getting lost or destroyed 

Faulty tablets or computer equipment.
Technology 

Not being completed at all
paperwork




Not able to access delivery points.

Office staff 

Roads not suitable for HGV vehicles.

Depots 
Sat nav took them to wrong location. 

Customers (our own)
Being held over in the hub. 

Customers waiting for deliveries 


Drivers 
Not familiar with the area. Make them slower delivering.
Communication 

Area 






The list of my possible solutions to my problems relating to all the information I have gathered so far is,
· More training.
· Having the correct equipment available.
· Hiring more permanent drivers instead of agency. 
· Making sure all drivers have the correct paperwork.
All the above solutions will neutralise the problem to hand. 
I am going to create a grid analysis chart to see which one I should focus on and create a cost benefit analysis to see if it will be the correct cost effect way to solve the problem of having failed deliveries.


Grid Analysis

	Potential solutions
	Cost
	time
	Reputation to team
	Reputation as a company 
	Total

	weights
	5
	3
	4
	4
	

	Training
		5	
                    25
	4
                  12 
	5 
                    20
	5
                     20
	19
                 77

	Adequate equipment
	3
                     15
	5
                     15
	3
                     12
	4
                     16
	15
                 58

	Permanent drivers
	4
                     20
	3
                      9
	2
                      8
	4
                     16
	13
                 53

	Correct paperwork
	3
                     15
	4
                     12
	4
                     16
	4
                     16
	17
                 59




This grid analysis is tailored to my specific problem in the workplace, these are the potential solutions I must use to try and fix my problem along with other issues that link into the problem this is more of the staffing side of the problem getting everyone on board and lifting team moral.
 The scoring shows how each factor is important to me. For example, 1 not important 5 very important.
Add up each section to gain a total.
I then need to multiple each of my scores for each section by the number in the weights section this will determine the correct overall weight in my decision. 
The clear winner in this instance is more training, which will benefit al the drivers and make sure they are ups to speed with the last technology being used at the company and the technology they need to so their daily jobs. 


Cost benefit analysis 
Below are two chart one showing the initial cost of solving our problem by giving the drivers the training they need over a 5-year basis and the other showing the return on solving the problem. 

	Cost analysis
	Year 1
	Year 2
	Year 3
	Year 4
	Year 5
	Total

	Training for 10 staff members
	£1530 
	
	
	
	
	

	
Wages

	£800
	£800
	
	£800
	
	

	Maintenance of training every 2 years
	
	£1530
	
	£1530
	
	

	Total
	£2330
	£2330
	
	£2330 
	
	£6990




This chart is based on 10 drivers receiving training on year 1, and then a refresher course every two years, this training is for the use of the tablets and E pods as these give the drivers access to vital information as in location pf deliveries contact numbers and the option to phone for help incase needed. The total spends for this based on the driver staying there for 5 years is £6990, this may very during the 5-year period depending if we take on new drivers for expansion or due to drivers leaving to pursue another job. 
	Benefits
	Year 1
	Year 2
	Year 3
	Year 4
	Year 5
	total

	Average 500 failed deliveries at 80% redelivery cost(profit)
	£24,000
	£24,000
	£24,000
	£24,000
	£24,000
	£120,000

	Paper
	£60
	£100
	
	
	
	£160

	Pens
	£40
	
	
	
	
	£40

	Office staff wages (overtime)
	£2000
	
£2000
	£2000
	£2000
	£2000
	£10000

	Total
	£26,100
	£26,100
	£26,000
	£26,000
	£26,000
	£130,200



The total benefit for spending on the extra training as you can see if quite substantial, this is due to not having to pay out an 80% fee per pallet failing and when we were having a minimum of 50 pallets failing per year it doesn’t seem like much over 52 weeks, but the average pay out was £24,000. 
by having all the drivers trained up on the technology needed we can then also save on the other thing like paper as we won’t need to print out paper pods, office staff won’t need to go through every run sheet to manually pod off and printer paperwork out so there will be a saving on wages. 










Analysis 
Benefit to cost ratio
Total benefit = £130,200
Total cost = £6990                     
Ratio = 18.6:1  
Net annual benefit 
(First year)
Annual benefit = £26,100
Annual cost = £2330
26,100 – 2330 = £23770
Total annual benefit 
Total benefit = £130,200
Takeaway 
Total cost =£6990
= £123,210
Divide this by 5 (years)
= £24,642 (profit)








Gantt chart
To implement the solution, I am going to create Gantt chart to plan and map how this training is going to be structured across a two-month period. This is to make sure we are not short on drivers on a day to day and to minimise the likely hood of having agencies in. in this Gantt chart I have planned for driver holidays and structured it, so all parties get to complete the two courses over a two-month period September and October. I have also used different colours and displayed a guide as to what they mean on the right-hand side. By spacing these two courses across two months it gives the flexibility to accommodate any sickness or emergency leave that may occur. It also gives me clear view on who is doing what when and if I need to swop anyone out its all clear and accessible information. 
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Implementing my plan to the shareholder and stake holders. 
I now must identify who the stakeholders and who are the shareholder in the business.
The people who will be involved in the solution are: -
· Drivers (employees)
· Depot manger (employee)
· Area Manger (employee)
· Manging director (owner)
· Trainer (sub-contractor)


Influence – interest matrix 


Managing director 

Drivers 

Level of interest 



Depot Manager 
Area Manager 



Level of influence 








My reasoning for this lay out on my matrix chart, is for us to be able to implement our solution and grow as a business our drivers are what drives the business no drivers no deliveries no deliveries no money no money no business. So, I have put our drivers down as the most important, as we need to manage them closely ensure all their training is completed and they are happy and hitting targets. Area manager is in the keep satisfied section this is because she rings or emails for updates on our next works wants to know our percentage as if they fall below 80%, we get fined, so she needs to know our targets are being met. The depot manager in the monitor section as they are there day to day, they can see the progress and failings, they also get reports and information given to them from the area manger and managing director. I have put the managing director in the keep informed section s they need to be informed of how the business is running, how the drivers and other staff are getting on are we hitting target do we need more help. 



Communicate the plan to relevant stakeholders
To communicate this plan effectively a face-to-face meeting with the drivers is to occur this meeting is not formal its not time sensitive is more of a catch up with them on how they day has been how have they found the training and do they have any issues to report.  This is then documented by the depot manger. This should happen at least one a week if not more. A brief report is them sent to the area manger along with the weekly delivery scores across all networks and a reasoning for any poor scores a this can be forwarded to the owners of the networks and allow for some error on our annual report. A score update email should then be sent to the Managing director to keep him up to date with what’s been happing at the depot for the last week.  All this is to be done via email as this allows for a paper trail to be kept so it shows everyone is following up on what they need to be, and they are all in the know. 
The communication will look like this. 
Depot Manager – Drivers
Depot manger -Area Manager 
Area Manager – Managing director 





Monitoring 

After our solution has been implemented across board, we then need to keep monitoring it to ensure it is still being followed. This can be done in several ways, action plans for the individual, formal and informal meetings if they are not hitting target or relaying into old habits. By using run or trend charts. Progress reports and appraisals. 
By monitoring the staff after the solution has been rectified this will show them that this is important and needs to be done. It can also work as apprising them for their hard work and achievements which will make them want to work harder and stay with the company longer. It will also point out the member of staff that are not pulling their weight and just don’t care, this can then be actioned correctly as there will be evidence to back it. Monitoring should be done on a regular basis, so if there is a drop in our targets in month or week, we can go back to have a look as to why. What where the causes or reasoning behind it. Maybe the original solution to our problem hasn’t worked and we need to go back to the beginning to re-evaluate and come up with another potential solution. 

The techniques I used in this assignment were chosen because they are easy to imply onto my problem and they are easy for anyone reading them as to what is happening or going on then are simple yet effective techniques which can be implemented to any scenario. I would personally monitor the progress on my solution via bar chart update it daily to see the results, due to fact I work with percentages for our daily score I could create a bar chart that shows each network and their percentage for that day and monitor It weekly to see how it fluctuates. 
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