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1.0 Introduction 
Problems or issues in the workplace are a negative element which can have detrimental effects on the organisation. Solving problems is a vital part of human life with differences in methods used between individuals. The ability to solve problems effectively is useful in both personal and professional lives. According to Boardman (2020), problem solving is defined as the process of identifying a problem, developing possible solution paths, and taking the appropriate course of action. Problem solving allows for new inventions, learning and improvement in the workplace (Stottler, n.d.). Essentially, this skill may identify current weaknesses and help understand the factors contributing to them, ultimately leading to making informed decisions on potential solutions to the problem. Common problems encountered in the workplace include barriers in organisational evolution, communication issues, low profits, lack of company growth, employee relations, sexual harassment, cultural and racial discrimination, company efficiency and environmental concerns. In an ever changing and rapid global economy, organisations often view problem solving as crucial to the efficiency and success of their business. Furthermore, besides the importance of employer problem solving skills, this is vital for employees too as it demonstrates their independence and flexibility. 
Problem solving requires a methodical approach, consideration of numerous factors which may determine the most effective solutions and achieve a desirable outcome. For example, the problem solvers should consider the ethical and legal concerns when providing the optimal solution. 
Pina, a car manufacturer, started in the 1967 and is based in London, England. The company currently employs 400 member of staff and produces around five vehicle models, with around 2,000 cars produced each year. 
[bookmark: _Hlk130031043]The aim of this report is to provide justifiable solutions to a workplace issue encountered in the company. The problem will be discussed, evaluated for its root cause and subsequent solutions will be provided. 

1.1 The workplace Problem
Fabio is currently employed by Pina as an assembly worker. He has worked at the manufacturer for 10 years. He had approached the company CEO and voiced his concerns of the lack of growth within the company. He feels that the hierarchy does not communicate often enough and effectively. He reports that he and his colleagues are bored of the same duties performed repetitively each working day, and as such is disengaged from his role. He appears demotivated and his demeanour seems negative recently, and progressively getting worse. 
The potential consequences of disengaged employees are that they are less likely to work efficiently, which can negatively affect company output with lower productivity. Employees may also produce more errors in their work. For example, production of faulty products and this could have a negative impact on customer experience. Ultimately this potentially leads to loss of customers and money generated from sales. 
[bookmark: _Hlk130039448]2.0 Analysis of Information
[bookmark: _Hlk130039597]2.1 Methods
To analyse the cause-and-effect of the problem, a fishbone diagram was produced to ultimately identify potential and actual root causes.  The fishbone diagram, invented by Kaoru Ishikawa in the 1960’s, was originally known known as the Ishikawa diagram. Due to the shape, it became known as a fishbone, with the 'fish head' representing the main problem and the bones representing potential contributors to the problem (Wong, 2011). This is a validated method to analyse root cause and is considered part of the seven basic tools of quality control (Ishikawa & Loftus, 1990).
[bookmark: _Hlk130039609]2.2 Results and Discussion 
Lack of career growth is normally due to the organisation’s shortcomings, although if an employee is not motivated to progress this can also be the cause. However, the main issue has been clearly identified by the employee as a lack of career growth, thus their motivation to progress is not questionable. The results of this study have highlighted the employees career growth is hindered for a broad range of reasons. Figure 1 highlights the fishbone analysis of this case study. Firstly, they are clearly disengaged from their everyday duties, as this was reported directly. This disengagement can link back to the main issue of growth in the workplace, as this may cause an individual to feel demotivated. Indeed, it has been reported that disengaged workforces are less likely to commit to their work and exhibit reduced motivation to carry out their duties (Riley, n.d.). 
These individuals are also more prone to errors which can have negative influence on customer experience and ultimately sales. The disengaged staff member may become infectious in that they negatively others in the workplace. Furthermore, the disengaged employees may seek other job opportunities. The other issue is related to employee communication with the management team. This can further reduce motivation and create a separated workforce. 
The analysis determined that our technology in the workshop may be a contributing factor to the limited growth, however, this factor was ultimately excluded as actual root cause as after consultation with the technology department, it was evident that the current technology is up to date. 
Career growth is dependent upon efficient educational programs, it was determined that this is a current weakness of the company. The educational requires additional funding and this was apparent after a lengthy review of the current educational offerings. 
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       Figure 1. Fishbone Analysis of Pina and employee 


[bookmark: _Hlk130039660]3.0 Alternative Solutions

Based on the fishbone analysis the following solutions are provided: 

· Improving engagement and rapport by 1 to 1 sessions and team building exercises
· Promoting and endorsing educational programs – education department may require further development and investment
· Provide a mentoring program 

3.1 Evaluation of Alternative Solutions
[bookmark: _Hlk130039804]
[bookmark: _Hlk121664291]3.1.2 Methods 

[bookmark: _Hlk121664855]An evaluation of the alternative solutions was conducted using a PMI (plus, minus, interesting) analysis. A PMI analysis is a decision making and critical thinking tool.



Engagement 

Employee engagement may be improved by increasing the level of communication. By providing regular 1 to 1 sessions and team building exercises can allow both employees and employers to enhance communication and improve morale. This allows all parties to voice concerns whilst making the employees feel valued. This may also provide a learning platform by way of interacting. However, those with an introvert personality may prefer less engagement and may also use team building exercises as a platform to demotivate other workers. Figure 2 represents the results of PMI analysis for improving engagement and rapport by 1 to 1 sessions and team building exercises.

[image: ]
Figure 2. PMI analysis of employee engagement 

Educational programs 

Educational are key to allow employees to progress in a workplace. This is a vital tool to increase knowledge and learn transferable skills. Although, companies should recognise that an employee may have difficulties learning new skills, particularly if they have studied for a long time. Organisations should consider this and promote educational programs that allows those with learning difficulties to progress. Figure 3 represents the results of PMI analysis for promoting and endorsing educational programmes. 

[image: ]
Figure 3. PMI analysis of education programmes 


Mentoring programs 

A mentoring programme is beneficial by allowing employees to enhance existing knowledge and learn new methods of working. This also may help the employee determine of the mentor’s job role is what they would want to do in the future. However, it is important that employee does not become too dependent on their mentor. Furthermore, the employee and mentor may clash and cause further disengagement. Figure 4 represents the results of PMI analysis for a mentoring programme. 

[image: ]
Figure 4. PMI analysis of mentoring 


Overall Result  

The analysis revealed that the educational programme is the primary and most appropriate solution, with mentoring coming second followed lastly by engagement. 


[bookmark: _Hlk130039853]4.0 Implementing the Solution

The process of organisational change is a complex process, although important so that a company remains relevant. According to Angtyan (2019), changes from people’s side is common reason for project failure. Indeed, employees may be resistant since change can be hard and uncomfortable. Successful change requires efficient tools and innovative thinking skills. Therefore, to provide a valid platform for effective change, the ADKAR model, developed by Jeff Hiatt (Hiatt, 2006) was utilised in this study to implement the solution. This model was developed from an extensive study over a period of 14 years, across 59 countries and 900 organisations (Accidie, n.d.). This study was based on analysing successful and unsuccessful organisational change. The ADKAR Model has been suggested as valid tool to assist organisations in obtaining benefits from their proposed changes (Angtyan, 2019), by aiming to limit resistance to proposed changes. The acronym ADKAR stands for Awareness, Desire, Knowledge, Ability and Reinforcement. These are the building blocks for this model, and desired changes require the individual to transition through each building block. 

In the beginning phase, Awareness, individuals will be informed of requirement to change. They will be explained as to the goals and why the changes are important. In the second transitional pillar, Desire, the level of engagement and willingness will be measured with emphasis on the individual benefits from the proposed change. The Knowledge phase will be implemented identifying relevant courses and by sending employees to relevant training courses. During the Ability phase, the employees will be supported and guided by being encouraged and motivated. Support will be provided for any questions or concerns. During the Ability phase, the employee’s ability to translate learnt material into practice will be analysed. In the final phase, Reinforcement, the positive influence of change will be shared, to provide a platform of reward. This in turn may reduce the risk of employees returning to old habits, which will also be assessed. Figure 5 represents the ADKAR model of change for the primary method, educational programme. In terms of time scales, generally, the first two pillars, Awareness and Desire, may be measured immediately. However, the Knowledge block is based on training courses in this case, and the duration of the training course will determine timescales for Ability and Reinforcement. Furthermore, the timescales for training courses (Knowledge block) will be determined by course length, course start dates, with the emphasis upon individuals to attend courses as soon as possible.  



[image: ]Figure 5. ADKAR Model for Change  


[bookmark: _Hlk130039966]4.1 Communication Plan with Stakeholders

Stakeholder analysis was performed to identify key and secondary stakeholders that may influence the organisations goals. The analysis was performed by consulting with a broad range of the organisation’s representatives and brainstorming sessions.  
The members which are classified as primary stakeholders are those that were identified as being critical to the organisation. Secondary was defined as those which may influence primary stakeholders.  




Primary 

Suppliers – parts and machinery based
Employees 
Customers 
Investors 
Machine maintainers – external companies 

Secondary

Business partners			
Competitors
Inspectors and regulators			
Consumer groups
Government 
Media				
Pressure groups
Trade unions

A stakeholder power/interest grid was produced to assess how their relative power may influence the organisation.  This will help establish appropriate levels of engagement with stakeholders. Figure 6 represents the results of the stakeholder power/interest analysis. 
[image: Diagram
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                                       Figure 6. Stakeholder power/interest grid

[bookmark: _Hlk129960676]A stakeholder communication plan devised to determine level of communication with stakeholders. This also allows for the determination of the contents of the communication, method of communication and frequency. Furthermore, this is a tool which can allow organisations to receive vital feedback from the organisation’s stakeholders, determine optimal communication strategies, whilst building rapport. Moreover, the tool allows organisations to monitor and review the power and interests of the stakeholders, as these are dynamic in nature. Figure 7 represents the stakeholder communication plan.



	Stakeholder Group
	Power interest 
	Key interest   and issues                                 
	Communication vehicle
	Frequency 
	Comments 

	 Suppliers 
	Regular engaged 
	Not enough production short of delivery drivers 
	Telephone email + face to face briefing
	Daily 
	Revue financial stability, quality of products/service delivery/ customer service 

	Customers a
	Keep them satisfied 
	Impacted by the quality of service/products and their value 
	Telephone email, face to face info package, email
	Daily 
	Email with feedback/Survey  
 

	Investors 
	Keep them informed 
	Their return not keep in up with inflation investment losses  
	Telephone, emails, face to face information package 
	Weekly 
	Weekly written report 

	Machine maintenance 
	Keep them satisfied  
	Not enough stuff, short of repairing parts no delivery on time 
	Email, telephone, face to face weekly written report  
	Ones every 2 months  
	Feedback 

	External companies 
	Keep them informed 
	Maintain interest 
	Face to face telephone emails 
	Weekly 
	Weekly written report 



Figure 7. Stakeholder communication plan




5.0 Monitoring and Review Techniques

Monitoring and review of the implementation will be conducted by the ADKAR assessment. This allows to monitor whether changes are adhered to, or if further changes and interventions are required to achieve the desired outcome. Monitoring will be assessed frequently but will ultimately be governed by the duration and successful completion of the training courses. The effectiveness of change will be analysed by determining if the training course has deterred the employees from feeling disengaged from their job. 


6.0 Conclusion 

To summarise, this report aimed to provide solutions to a disengaged member of staff in the Pina corporation, by utilising validated tools to identify root causes of the issue, provide practical solutions and monitor. Disengaged staff is a serious issue in the workplace and they are less likely to work efficiently and may produce greater number of errors. This may negatively influence the organisation and its customers. Based upon Fabio’s concerns of career growth, communication, and boredom, the findings of this study indicate that the primary solution is education programs to assist in performing other duties and increase engagement. As mentioned earlier this study’s findings were largely obtained from utilising widely accepted and validated tools to analyse and implement change to a workplace issue, however, it is important to highlight that these tools are predominantly subjective measures which rely upon human judgment. Therefore, to reduce operator error in analysing results, organisations must be familiarised with these tools and analysis should be performed by individuals experienced in these tools. 
To provide an optimal platform for employee engagement and career progression, organisations should utilise a broad range of intervention tools, in this case, the two other identified solutions, mentoring and employee engagement should also be used as they provide an important platform to develop skills and maintain engagement. Although, it is important to highlight that any changes implemented by an organisation may not necessarily translate into the employee being satisfied for prolonged periods, and therefore organisations must be able to recognise when an employee may need to change organisations for a new environment. 





[bookmark: _Hlk130040111]
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8.0 Appendices 
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