Case Study-RED model and Problem Solving Application
Have your RED model and Problem Solving Summary document available for reference.
You are a new manager of a department. Your employees include George, who has been with the company for 30 years and always has something to complain about, and Helen has been with the company for 25 years and has a lot of expertise. Your sister asked if you would give your nephew a jumpstart in the business world by giving him a job. You reluctantly agreed. Travis, your nephew, well doesn’t quite fit in with your conservative and veteran staff, but you agree and give it a try. Travis recently graduated from the technical college with honors. Your staff has graduated from high school with no post-secondary education.


Helen trains Travis on her job of finishing the order, which requires writing the order on a personalized form for the customer and packing the order. Now that Helen has trained Travis on her job, she can go back to the beginning of the process of reviewing the customers’ original order forms and entering them into the computer to be sent to packing, something she loves to do. George handles customer service.  Kim retired and no longer entered orders.


The KPI for the process is 30 minutes per order and 95% customer satisfaction. The last 12 months the team has met or exceeded the KPIs.  

George comes bursting into your office, stating the customer complaints are coming in like crazy since the young kid joined the team. George states that Travis is processing the orders too fast, like in half the time. 


1. What are your first impressions?
I would be concerned about the complaint by the clients, but still cautious about acting because George likes complaining.

2. What real facts do you have?
I have facts on Travis's qualifications, the fact that it is a beginner in the company and George always has something complaint about, hence likes complaining.

3. What do you think are each person’s interests, concerns, or fears?
Travis’s interest is to impress the whole company and me so that she can be seen as a good employee hence does everything in harry, George wants to prove that Travis is performing poorly because she is not fit for the job, and wants to be seen as the "good guy."



4. What assumptions are you making to arrive at those impressions (RED model)?
That the main aim of Travis and George is to impress the employer.
There exist a conflict of interest between the employees.

5. a.  Can you fix this problem on your own why or why not? (Vroom-Yetton-Jago Decision Model)
No, I can not fix this problem alone; I would consider consulting my team because involving them will help get specific facts that will help make an effective decision.


b. What approach from the Vroom model will you use?
I would use the Consultative (C1) approach. This would involve involving the members and asking for their opinions then making the final decision.

After some research, you find that once Travis joined the team, the order processing time dropped to 15 minutes, and customer satisfaction has dropped to 80% with an increase in returns and customer complaints.

6. What are your impressions now?
I am disappointed by her work but since she is a beginner, would consider her further training especially on-job.


7. What real facts to you have?
There is a drop in the order processing time to 15 minutes,80% drop in customer satisfaction,  and an increase in returns and customer complains.

8. What assumptions are you making (RED MODEL)?
The increase in customer complains as a result of the nature of order processing.

The reduction in customer satisfaction is a result of the manner in which the orders are processed.

9. Define what is the problem and the goal (step 1 problem solving):
How can increase customer satisfaction to 95% per order and achieve order processing time of 30 minutes by October 1, 2019?

10. Analyze the current situation to find why the problem is occurring (Problem Solving step 2) 

The current job process involves four steps, including Placing an order by the customer, reviewing customers' order forms and entering them into a computer, finishing the order and customer service. From the first step, I would know the time taken in the placing of an order, and how the customers are handled. From the second, I would collect data on how the orders are reviewed, where due diligence is maintained when reviewing them and the time taken to review each order. The third step of order finishing, I would collect data on whether the orders are being finished through the right procedure and time taken to finish the order. I would also collect data on how customer satisfaction is being managed in the customer service and how their complaints are responded to.


11. [bookmark: _GoBack]Design a simple check sheet to collect the data at different process points from the process flowchart you outlined above.

	
	Monday
	Tuesday

	Wednesday
	Thursday
	Friday
	total

	 The average time is taken to place an order

	
	
	
	
	
	

	The average time is taken to review the order form
	
	
	
	
	
	

	Correctness in entering the orders in computer
	
	
	
	
	
	

	Whether orders are finished using the right procedure

	
	
	
	
	
	

	Time is taken to finish an order

	
	
	
	
	
	

	Effectiveness with regard to handling customer complains

	
	
	
	
	
	



12. What conclusions are you able to make at each data collection point? 
I can make a conclusion on whether the person's responsible for each process are taking more than the necessary time, the effectiveness in job performance and cause of the decreased satisfaction
13. Analyze the problem (step 2 problem solving), based on the data. 

	
	
	
	
	
	Data set
	
	
	
	

	
	
	
	Order
	
	Customer Order
	
	System Order
	
	Customer Received

	
	
	
	1
	
	1Y2B6G
	
	1Y286G
	
	1Y286G

	
	
	
	2
	
	27B4Y3P
	
	27B4Y3P
	
	27B4Y3P

	
	
	
	3
	
	88B6R4G
	
	88B644G
	
	88B644G

	
	
	
	4
	
	10P5G6B
	
	10P5G6B
	
	10P5G6B

	
	
	
	5
	
	11R24G
	
	11R24G
	
	11R24G

	
	
	
	6
	
	77R24P18B
	
	77R24P18B
	
	77R24P18B

	
	
	
	7
	
	66G24O12P
	
	66G24O12P
	
	66G24O12P

	
	
	
	8
	
	78011P4Y
	
	78011P4Y
	
	78011P4Y

	
	
	
	9
	
	10P5G6B
	
	10P5G6B
	
	10P5G6B

	
	
	
	10
	
	11R24G
	
	11R24G
	
	11R24G

	
	
	
	11
	
	1Y2B6G
	
	1Y286G
	
	1Y286G

	
	
	
	12
	
	27B4Y3P
	
	27B4Y3P
	
	27B4Y3P

	
	
	
	13
	
	10P5G6B
	
	10P5G6B
	
	10P5G6B

	
	
	
	14
	
	11R24G
	
	11R24G
	
	11R24G

	
	
	
	15
	
	77R24P18B
	
	77R24P18B
	
	77R24P18B

	
	
	
	16
	
	66G24O12P
	
	66G24O12P
	
	66G24O12P

	
	
	
	17
	
	78011P4Y
	
	78011P4Y
	
	78011P4Y

	
	
	
	18
	
	11R24G
	
	11R24G
	
	11R24G

	
	
	
	19
	
	88B6R4G
	
	88B644G
	
	88B644G

	
	
	
	20
	
	10P5G6B
	
	10P5G6B
	
	10P5G6B




14. What decision criteria will you use (step 3 problem solving)? 
To select  between the possible alternatives from the current problem,  my decision criteria will be that there should be additional costs related to the alternative, on should lose job  neither will there be new recruitment, teamwork, and job satisfaction and morale should be maintained/ increased hence no  work conflicts, and  the chosen alternative should increase customer satisfaction.
15. Generate and evaluate alternative/solutions (step 4, problem-solving). Complete a matrix of decision criteria and alternatives/solutions. After selecting a few alternatives/solutions that best meet criteria, complete a force field (pros/cons) for each alternative/solution considering.
Actually, enter the decision criteria and alternatives you came up with as column and row labels. Complete the chart to determine your best solution.

	alternative
	Customer satisfaction
	Timely order processing
	No additional costs
	Total

	Extensive further on-job and off-job training of Travis
	40%
	10%
	30%
	80%

	Lay-off Travis and hire new personnel
	25%
	20%
	3%
	38%

	Job rotation
	10%
	25%
	20%
	55%




Highest rated Alternative (extensive further on-job and off-job training Travis.)
	Pros
	Cons

	Will increase the effectiveness of finishing orders.

	Reduced daily order processing speed and quantity of orders possessed during the training period


	Timely order packaging
	

	Increased motivation and skills
	





Second Highest rated Alternative (Job rotation)
	Pros
	Cons

	Increased motivation
	May result in reduced performance and customer satisfaction due to low experience on specific tasks


	Reduce work stress
	



16. Decide which alternative/solution is best and try to address the cons from the force field by eliminating, reducing, or shielding against the fear/con/risk listed (Failure analysis/Troll elimination). Game plan (remember to be SMART) to attack to highest ranking cons?
The best solution among the available alternatives is to offer extensive on-job and off-job training. This alternative best meets the decision criteria as the training will be done by Hellen, who is highly experienced and thus resulting in more skills and knowledge at no additional financial costs. However, during the training period, the order processing and total output will be affected. However, this can still be solved by having Travis trained early in the morning before the working hours, or late in the evening after working hours to ensure that the output is not affected.

17. Sell and gain approval for your solution if necessary. This is about gaining buy-in for your idea. Use data, the focus on improvement, KPI attainment, and a team approach. You are selling your staff or management your idea for improvement. What would you do, say, and present?
 When selling the idea to the management for approval, I  will rely on past performance and the current performance supported by the data. This will help prove that the reduction in customer satisfaction and is inherent in the new employee and thus there is a need to train so as to reduce skill and experience gap as well as improving her competency. I  would provide the report of the 80% reduction in customer satisfaction and 15-minute order processing time. I would then convince the management that with the training, the time and customer satisfaction would increase and achieve or exceed the KPI requirements. The training would be done on-job by fellow experienced employee hence no additional costs.



19. Develop a process to monitor success based on decision criteria. (step 5 problem solving). How will you know your solution worked? What will you specifically do to check that it is working (remember to be SMART what, how, who and often)? 
 After the solution has been implemented, I would monitor it by checking on the average time the order is finished and how the recording of the orders on the personalized forms is done on a weekly basis. I would also check if the correct procedure is followed when packaging the orders and if the packaging is done as it should. I would also request Hellen to be following up and giving me a report on Travis's progress with regard to her assigned tasks.


 20. As a manager, other than fixing the direct problem of not meeting two key KPIs, there are two points from the case that need your attention. What are they and how would you begin to address them?

One of the points is the hiring of Travis, who is not only my relative but was also not qualified to be part of the consecutive and veteran staff. I would address this issue by evaluating the competency and qualification gaps and possible solutions to fix it like advising her to take a related course or training. The other point that requires my attention as a manager is on George, who always has something to complain about. To address his issue, I would require him always to impose penalties for any immaterial complain, so as to control his behavior.
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