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[bookmark: _Toc70676065]Problem Solving and Decision Making Process
This discussion will be based on the problem of low motivation and job dissatisfaction among the employees of Greenspan supermarket; which is located in Newport town in Wales. In identifying the problem and decision making process, the six-step problem-solving approach suggested by Schein (2010) will be applied in the case study. All six steps will be discussed in details and applied in the quest to find the most appropriate solution to this problem.  
[bookmark: _Toc70676066]Definition of the Problem
The major problem facing the Greenspan supermarket is the inability to keep employees highly motivated and satisfied with their job. Employees have continually complained about low hourly wages, delayed payments, harassment from supervisors and a stressful working environment. Additionally, the employees have been complaining over the lack of long term contracts despite working for over one year. The impact of this problem is that, in recent times the supermarket has experienced regular cases of absenteeism and high turnover levels forcing it to engage in a costly recruitment exercise.
[bookmark: _Toc70676067]Critical analysis of the identified problem
For the Greenspan supermarket, the presence of low motivation levels and lack of job satisfaction has been identified as the complex problem that is negatively impacting on the employees and performance of the organisation. Therefore, understanding the real causes of a problem is a very important step in finding a lasting solution to that problem (Springer, 2011). The causes could be organised based which may necessitate a policy review or employee based which should lead to some changes in how certain employees are treated and handled. This section will critically analyse the identified problem to inform in the decision making process. A critical analysis of the problem involves the following factors:
[bookmark: _Toc70676068]A feeling of job insecurity  
In circumstances where employees work without contracts, a feeling of uncertainty exists and hence employees are likely to feel insecure about their job (Pang and Lu, 2018). Employees of the Greenspan supermarket are working under uncertain situations and have a high sense of insecurity because those in the lower levels have no contracts despite working for over one year. This has led to regular protests as employees say the management is going against their terms of work conditions that requires them to be absorbed as permanent employees after six months of service.
[bookmark: _Toc70676069]Lack of incentives 
All employees want to feel valued in their work and this can very easily be done by way of acknowledging and appreciating the efforts they put into their work. When this is not done, then, sooner or later, they will become tired and lose the commitment to serve. The major problem at the Greenspan supermarket is the lack of a reward system as most of the employees are only working on a commission basis. This has been a major demotivating factor.
[bookmark: _Toc70676070]Lack of support from supervisors
Litano & Major (2016) explain that the lack of support from the supervisors often leads to the demoralized in their teams and weakens their output and eventually their overall performance.  At the Greenspan supermarket, employees are demoralized because they do not get support from their supervisors. On numerous occasions employees have complained of harassment and punishment from their supervisors for failing to meet their targets where in most cases, they are subjected to reduced hours to work that lead to low pay.
[bookmark: _Toc70676071]Extremely High/Low workload
The amount of work done by employees has to be realistic and that which meets the demands and expectations of the workforce. If they end up feeling overworked and overburdened by a workload that is not only large, but impossible to complete within the stipulated time, they lose motivation and become stressed disillusioned. At the Greenspan supermarket, employees have consistently of being overworked and even asked to work over the weekend without additional compensation. This has greatly contributed towards the problem of low motivation and dissatisfaction with their jobs.
[bookmark: _Toc70676072]Alternative solutions to the problem
In view of the identified problems, it is possible to propose a range of alternative solutions that can be implemented to address the problem. The problem of motivation and job satisfaction among employees of Greenspan supermarkets can therefore be improved by implementing several measures.
[bookmark: _Toc70676073]Employee contracts
The employment relations regulations in most industries stipulate the employees who work consistently for a period of six months should be absorbed into the organisation as full time workers and given contracts (Dawson et al. 2017). Therefore, to solve the identified problem, the management of Greenspan supermarket should consider absorbing the employees on a full-time basis by giving them yearly renewable contracts as a way of motivating them to put in extra efforts in their work.
[bookmark: _Toc70676074]Supervisor-employee relations
Managers need to allow employees to do their work with limited supervision as this makes them feel trusted. Once they feel trusted in their work, they will reward this trust by performing their job exemplary well (Erro-Garces & Ferreira, 2019). The HR department of Greenspan supermarkets should lead in solving this problem by developing job roles and responsibilities on how the supervisor and the employees should relate. This will cushion employees from unnecessary harassment and work overload that is not within their job responsibilities.
[bookmark: _Toc70676075]Developing a recognition program for employees
In addition to the financial benefits that ate employees are given, recognition is also one of the best form of non-financial reward that can improve the levels of employee motivation (Schlechter, et al. 2015). This is what is lacking at Greenspan supermarkets as there exists no recognition program for employees.  Therefore, the management can consider designing programs such employee of the year, best supervisor or most dedicated employee awards to recognise the best performers. This will also go a long way in motivating others to work hard and get recognised.
[bookmark: _Toc70676076]Stress management
Working under pressure has been known to be leading cause of stress that negatively impacts on the employee motivation and job satisfaction levels (Singh & Jain, 2013). To solve this problem, the management of Greenspan supermarket should design flexible work schedules that can allow employees to choose hours where they can work in shifts. Employees can also be advised to keep a record of their activities for a month or more, then highlight those duties they ought not to have spent time and energy on. Doing this relieves some employees of work overload and burdening tasks to enable them to concentrate on the most important one (Kumari & Rachna, 2011). 
[bookmark: _Toc70676077]Effective Communication
Employees are bound to feel satisfied and motivated while working in a company where communication channels are working properly. This allows employees to freely air out their concerns without fear of being victimized because the environment created is not endangering (Smerek & Peterson, 2007). For Greenspan supermarket, effective communication can be achieved by allowing employees to choose their representatives that can communicate their grievances to management so that they can be addressed on time to prevent protests and demonstrations that will negatively impact on its operations.
[bookmark: _Toc70676078]Employee Involvement and Participation
This is normally referred to as the bottom-up approach to solving organisational problems that involves allowing employees to actively participate in decision making. In Greenspan supermarket, a key suggestion is to involve employees during company meetings where they openly share and discuss what the organization can do to help improve their role. The management of the supermarket can also undertake regular surveys to gauge the employee satisfaction levels. This will be very important to get adequate responses that will be used in decision making.
[bookmark: _Toc70676079]Selecting the most viable solution
After identifying all the probable solutions, it is now time to come up with the most suitable solution. What transpired during the early stages is that low motivation and job dissatisfaction have a wide range of causes, most of which are related to one another. The solution to be picked from a wide range of alternatives must therefore be highly feasible. In other words, the solution must be cost-effective, practical, adaptable, less risky, less time consuming and above all, beneficial to each individual within the company (Schein, 2010).
[bookmark: _Toc70676080]Rational choice decision making model
The rational decision making model involves the evaluation of different options and weighing the available alternatives to come up with the best solution (Lehnert et al. 2015). Also, this model is important in decision making because it helps in prioritising the implementation of the solutions. In the case of the problem at Greenspan, all the contributory factors and alternative solutions to the problem have been highlighted in the preceding sections. Therefore, the rational model will be applied in considering all the possible solutions and choosing the best option in order of priority. 
The need to increase the levels of involvement and participation is very important so that employees can feel valued and part of the organisation. It is also important to manage the stress levels, especially by improving the relations between the employee and the supervisors. Finally, the management of Greenspan should seriously consider designing recognition programs to motivate the staff. However, by applying the rational choice decision making model, the most pressing need to solve problems at the supermarket is to ensure that employees who have been working on a casual basis are absorbed on a full-time basis. This is very important because it will increase their job security status; thereby improving their job satisfaction levels.
[bookmark: _Toc70676081]Implementation plan of the solution
The plan is to have the solution fully implemented in 6 months with the main objective being the creation of a healthy working environment through the opening up of effective communication channels for use by all employees in the supermarket. The following steps will be followed during implementation: 
Step 1: the HR department will design evaluation forms that will be circulated to all employees to respond to questions concerning their welfare. Also, there will have the opportunity to write down any problems that have not been captured on the forms.
Step 2: After evaluating the feedback, the management of Greenspan supermarket will select  a committee that will look into the grievances and decide on which items of the motivation and job satisfaction survey will be prioritised.  
Step 3: The need to absorb employees on a full time basis will be given the priority will all those that have no issues of discipline to be given permanent contracts in the first two months.
Step 4: The management will also work with the HR department to develop the guidelines for the supervisors that will outline the roles and responsibilities of each person to avoid overworking them with tasks not within their job roles.
Step 5: The management will also ensure the supermarket designs a reward management and recognition program that will be used for motivating employees.
During implementation, employees will get a chance of giving feedback as progress is made to ascertain whether the solution is yielding the desired outcome (motivation and job satisfaction) or not. If anomalies are detected, amends will immediately be made to improve the results. Improved job satisfaction and high motivation are very easy to determine since they will directly reflect on the productivity and commitment of employees.   
[bookmark: _Toc70676082]Evaluation of Outcome
Upon implementation of the solution to the 6 months’ time frame, there will be need to review the results achieved. The intended result is to ensure that employees have improved levels of motivation and job satisfaction. The overall performance and productivity will be determined. This will be an opportunity to find out if improvement and creation of new communication channels have helped in solving the problems that lead to low motivation and job satisfaction among employees in the company (Schein, 2010).  In most cases, motivated and satisfied employees are happy and this reflects on their output and devotion to the work. The attitude of employees towards the new communication channels will also be gauged. All employees will also be engaged in an open discussion to find out what worked, what did not work and any other room for improvement that exists. It is expected that some areas of communication will surely need improvement and this will be very helpful in planning for future monitoring and evaluation. Evaluation will be conducted continuously and this will be beefed up by yearly job satisfaction surveys that will inform key decision making for the company going forward.
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Role Play.
Hello Miss Liliana Putaru .
I am your employer Liviu Chiper and I am working in your coffee shop based in Westfield Shopping Mall exactly at the entry on right corner.
I am written you this  to discuss my problem about my other college , the customers and the hours what I am spending in that shop . As you know now we are back to normal without the covid rules , and we can talk to people without the glass wall or face mask or anything . I was happy to see that ,but after few days my colleges are started to be unexpected rude with me and talking in them language and screaming around at me and I am not feeling very well to see this happening , I understand I am new there but I don’t think is fair for me to be treat like this , is more like an offense . Second thing is they start to accused me because I don’t do my job faster to finish early and to go home, but the thing is I make coffee and they put me in few days to take the money from customers and to deal with them and I did mistake and they suppose to stay after programme to sort them out , but I didn’t get the training to stay there and to deal with customers and they knew it but they still did that .
Third thing is some customers are started to be very rude and aggressive when they came in the shop ordering them coffee or snacks or everything saying the coffee it doesn’t taste very good, or the milk is not fresh , or we  need to move more faster because they are gone be late at the work or whatever they doing, they use a lot of excuse .
I will really appreciate if you can manage to see this letter and to come in the shop and to sorted this problem .


Hello Liviu Chiper .
Thank you to letting me know what is happening in that shop . Based on everything what you say in that email I was able to get in touch with your college and I was asking them how the work is going ,and how is the new guy meaning you . They say everything is going well ,you are happy and the shop have a lot of new customers and they make it more money then the target . I say ok ,let’s have a look on the camera together because I know something is not going well ,and I see and hear when they screaming at you in them language , when they put you to sell coffee even if you didn’t get the training for that , I see the customers they was upset about that . I manage to discuss with them and I told them just because they working for a long time in my coffee shop they can’t do that , they should help you and training you to keep them place when they have something else to do. I put a new rules in my shop is gone talk only in English and like this everyone can understand . They say are sorry for that , they was just upset and that’s why they reacted like this . About the customers I put A sign to make them understand in that shop everything is fresh and they have to wait 3-5 minutes until them order is done.
Thank you to letting me know about this problem and I hope you will feel more comfortable after this problem , I told the guys at work need to as a family and help each other , I will come in every week too see how is going and I hope everyone understand we need to support each other .
Role play.

