Case Study-RED model and Problem Solving Application
Do not delete any of the template.
Put your answers in a different color font
Adjust your thinking on each section after reviewing the answer key.

Have available for reference
1. Student supplement for checksheet, SMART goals, decision criteria, decision matrix, RED Model, and Vroom Model
2. Review example of completed Decision matrix
3. Listen to instruction videos for each part and review answer key prior to answer next section.

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 and started with you in the last two months. Your staff has graduated 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 enters 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?
[bookmark: _GoBack]My first impression is getting shocked at the complains which should be complements. 

2. What real facts do you have?
The companies KPI's have increased since Travis joined the team. 

3. What do you think are each person’s interests, concerns, or fears?
George is scared that he may lose his job due to his slow speed as well as lower education levels. Travis interests are to prove me wrong about his initial perception. Helen's interests are to see the company succeed. 

4. What assumptions are you making to arrive at those impressions (RED model)?
I am making the assumptions that George is always negative in his thinking. Thus, his complains. I am also assuming that the performance of the company has improved since Travis joined the team. 


5. a.  Can you fix this problem on your own why or why not ?(Vroom-Yetton-Jago Decision Model)
I believe I cannot fix the problem alone because it needs teamwork. The nature of the case demands that I collect facts which only the team members can provide. 
b. What specific approach and two code number from the Vroom model will you use?
The two code number I would use is A2. The approach requires that I ask the team members questions to gather more information about the situation before finally making the decision alone. 

After some research you find that once Travis joined the team, the order processing time dropped to 15 minutes with reduction of time coming from Travis’s part of the process and customer satisfaction has dropped to 80% with an increase in returns and customer complaints.
6. What are your impressions now?
I feel disappointed in Travis and appreciate the fact that George raised a complain to help me realize the situation in the company. 

7. What real facts to you have?
The facts I have are that customer satisfaction has decreased from 95% to 80% bringing about many complains in the company. Secondly, the order processing time has decreased from 30 minutes to 15 minutes. 

8. What assumptions are you making (RED MODEL)?
Some of the assumptions I am making include customers complains have increased due to shoddy work; work that is either of low quality or incomplete. Secondly, I am assuming that Trevor is responsible for this drop in the customer satisfaction levels. 

9. Define what is the problem and the goal (step 1 problem solving):
This step involves defining the problem, not identifying the solution. What is the problem, when, where, who etc. ? The problem statement needs to be SMART. Problem statement can be listed as a question, which typically identifies the problem and goal. Refresher on the example that was in the PowerPoint. How will I get my car expenses to less than $400(Specific) month by June 20## (Timely)? The problem can be listed as a problem statement with a goal statement. Car expenses are averaging $550 month (problem). Goal Car expenses need to be $400 (S) or less by June 20## (T). 

Do not personalize your problem statement. Write a one statement goal or problem statement. Make sure you focus on KPIs, facts, being specific (S), and include a timeframe (T). Write your problem or goal statement for this case study that includes where you are today, where you want to be and by when.
The levels of customer satisfaction in the company have decreased by 15% for the past two months. In a month’s time, these level should increase to 95% or even higher. 

10. Analyze current situation to find why the problem is occurring (Problem Solving step 2) 
One way to analyze the current situation is to flowchart the actual steps in job process. Diagram the process and points where you would collect data. Identify the type of data you would collect at each point.  The data collected should add value. (The process has four simplified steps.) This is a simplified flow chart of the existing process based on the information given in the case. This is not a flowchart of how you will fix the problem or the hiring of Travis.
[image: ]
Step one- orders are placed in the system
Step two- orders are sent to packing
Step three- offering customer service
Step four-writing the order on a personalized form for the customer and packing the order

What data will collect between the steps to assist you in solving where and what the problem is?
	Between step 1 and 2- the number of orders placed, the date and time it was placed, the type or category of the order. 
             Between step 2 and 3- communications with customers to confirm what is in the system is relevant to their exact orders. 
             Between step 3 and 4- types of goods the customer gets, the quantity of the goods, the date the order was delivered to the customer. 


11. Design a simple check sheet to collect the data at different process points from the process flowchart you outlined above. Check sheets are simple tools individuals can keep track of pass/fail, correct/incorrect, occurrences etc. There are examples in the student supplement to show how to develop a check sheet. You must determine how to adapt the check sheet to collect information that will be valuable to fixing the problem. Actual insert a table with the column and rows labeled using the data points you identified in question 10.

	CHECK SHEET

	Name of Data Recorder
	

	Date recorded
	

	Type of Defect
	Date 

	
	MONDAY 
	TEUSDAY
	WEDNESDAY
	THURSDAY
	FRIDAY
	TOTAL

	Wrong entry of order details
	1
	3
	0
	1
	4
	9

	Change of the order details by customer not noted
	5
	0
	6
	4
	10
	25

	Delivery of inappropriate goods to the customer
	3
	5
	1
	0
	4
	13




12. What conclusions are you able to make at each data collection point? 

From each data collection point, I can make conclusions about the sources of the errors being incurred, their sources and who is responsible for making the error. 



13. Analyze the problem (step 2 problem solving), based on the data. 
a. What/where is the root cause? Use a simple check sheet to identify where the problem is at. Actually complete a check sheet. (Include column totals to highlight where in the process there is a problem.
The problem lies in the customer service that is being offered to the clients by George. He has the highest number of errors. 
b. What is the problem?
There is poor communication between the customers and George whereby he does not take some small details of the deliveries and change of orders. 

	
	Data set
	Correct
	Incorrect
	
	Correct
	Incorrect
	

	Order
	Customer Order
	
	
	System Order
	
	
	Customer Received

	1
	1Y2B6G
	x
	
	1Y286G
	x
	
	1Y286G

	2
	27B4Y3P
	x
	
	27B4Y3P
	x
	
	27B4Y3P

	3
	88B6R4G
	
	x
	88B644G
	x
	
	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)? After reviewing the data, historical data, understanding the recent changes, the process root cause is fairly clear (hint review the answer key). Decision criterion are not solutions. Review the car case or student supplement for examples. Decision criteria should focus on KPIs, which can include cost, customer satisfaction, time, quality, employment relations factors, ethics, and/or social responsibility. Before you finalize what you are going to do, determine what decision criteria are you going to use to help select between alternatives. i.e. no one lose their job, no increased costs etc.?  Decision criteria should be SMART.  Remember you are a manager. You should measure what you are held accountable for. 

Employee Morale- No loses their job
Budget- No additional budget cost, can implement within current budget
Customer Satisfaction- It can be increased by hiring an additional staff to help George in dealing with customer service as a replacement for Kim who has retired. It will improve customer service. 
Process time- 	the process time can be reduced to 25minutes due to the modern technologies introduced by Travis which shorten processing time. 


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. If you use a rating scale, include a legend what the scale means.

	
	No one loses their job

	No additional budget costs
	Enter your specific customer satisfaction criteria
	Enter your specific process time criteria
	Total

	Alternative/solution 1

	Increasing team building activities to(10) increase unity. 
	Increase number of employees to ease workload. (6)
	Use of customer survey forms(10)
	2days (5)
	31

	Alternative/solution 2

	Taking the staff to trainings (6)
	Alter the amount spent on each value (5)
	Observing customer reaction in the shop(6)
	1week  4
	21

	Alternative/solution  3

	Firing George (8)
	Re-write the entire budget. (10) 
	Setting up a customer line 8
	1month (3weeks)
	26





Highest rated Alternative  (Type your alternative here)
	Pros
	Cons

	It is cheap 
	Employees may quit their jobs after training. 

	It fosters team building 
	Customers may give incorrect information.





Second Highest rated Alternative (Type your alternative here)
	Pros
	Cons

	New workforce who is technologically up-to date will increase sales
	Firing employees may breed resistance 

	Re-writing helps in proper allocation of funds. 
	It is time consuming 





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?
	Cons from Force Field
	Action plan to reduce or eliminate

	The employees may be resistance to a change of staff
	Calling the employees to a meeting to understand why you are making such a decision. 




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?
I will call for a focused group discussion whereby I will let the employees give their opinions as I share mine and convince them into believing my idea is the best. 

18. Develop an implementation plan with tasks, responsibilities, and timeline (step 5 problem solving). What are you going to do by when (remember to be SMART)?
	What
	By When
	Who

	Enter correct  order details
	10mins after receiving the order
	Helen 

	Confirm order details in the system with the customer
	1 hour after order is made
	George 

	Confirm against order that items being delivered were the required items
	1 hour pre-delivery
	Travis 




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 be SMART what, how, who and often)? 

Install CCTV cameras in the office to monitor how work is done as well give employees targets to meet for them to be self-motivated. 
Conduct frequent customer reviews 
 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?
The two challenges are poor team work coordination and lack of adequately trained staff. The issues can be addressed by introducing team building activities and recommending that employees attend training as well as advance their education levels. 
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