
 



Mihaela Monica Pascal

Student Number: 1814621

Lecture’s Name: Husam Helmi 

University of Wales Trinity Saint David

PROBLEM SOLVING AND DECISION MAKING
[bookmark: _GoBack]BMSW4004_LON




Executive summary
The aim of the report is to discuss the communication conflict in the workplace of Morrisons Plc, a renowned retailer of the UK. In addition, the appropriate solution using decision-making techniques is closely observed in the report. The communication conflict is solved by using the nominal group technique to allow the workers to participate and give their feedback. Effective use of decision-making and problem-solving techniques enabled the company to fight back and regain the trust of the workers and customers as well.
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[bookmark: _Toc39064535]Introduction 
The types of problems in the workplace are often confusing and hard to maintain harmony in the workplace. The complex problems are beyond the scope of an organisation to understand and solve. When the problem is simple, the solution can be easily applied in the workplace but when the problems are complex such as racism, sexism or communication issues between management and labours, they need some decision-making and problem-solving techniques to solve the problems and maintain the workplace balanced. In this report, a problem regarding communication and discrimination in the workplace of Morrisons Plc, a renowned retailer of the UK, is discussed and the appropriate solution using decision-making techniques is closely observed.
[bookmark: _Toc39064536]Define a complex problem in the workplace 
In the workplace of Morrisons Plc, a retail company in the UK, sudden communication breakdown was a major complex problem for the organisation. The conflict between the management and labourers caused a major strike action and it also affected the customer relationship with the company (thetimes.co.uk 2020). The employees with the lowest academic and communication skill cannot communicate with the higher management and the directly hired employees are less interactive as they do not come with the process of interviews and questionnaires.
Scope: The problem increases with the discrimination within the staffs. Psychological aggression in the workplace causes from the harassment due to discrimination. The competitive recognition among the employees is one of the reasons for the communication conflicts with the management. The linear model of communication that defines the hierarchical model of leadership can be carried out to this problem of communication in the organisation. The transaction model of communication also plays a crucial role during the management feedback process. The misunderstanding due to language barriers among the workers affects the decision-making process of the higher management. Bullying and discrimination in the workplace often conflict workplace communication.

Impacts: Discrimination and communication problems are against the ethics of organisational management. The conflicts between the management and workers created ethical issues as well. The hierarchical nature of company leadership hampered the well-organised value system within the organisation. This influences the ethical communication between the managers and the labour union. The management refused to affect the job and around 400 drivers walked off from their job. This affected the working process and the productivity of the organisation. The workers refused to pay off and went for a strike that affected the revenue of the Morrisons (gazettelive.co.uk 2019). The conflict also made an impact on the relationship with the customers and distributors of the company. The clients became dissatisfied with the company with the current situation and disagreement. 
[bookmark: _Toc39064537]Analyse information on the identified problem, to help inform the decision-making process 
The conflicts led to a communication disconnect and the decision-making process of the hierarchical structure of leadership in Morrisons (independent.co.uk 2005). The management analysed the situation and made an effective problem-solving strategy to overcome the conflicts. Decision-making and problem-solving are two constant processes to control the situation by making effective decisions. The entire process depends on the right information about the conflict about the right people. There was a sense of betrayal and upsurge of anger among the 400 drivers and mechanics of Morrisons that the senior managers imposed the transfer without any consultation (gazettelive.co.uk 2019). After identifying, the cause of the problem and its factors that affect the company the management developed alternatives potential decisions and selected the best alternative to implement in this situation. Through different techniques, the management tries to control the situation and makes the best alternative to evaluate the decision-making process.
[bookmark: _Toc39064538]Propose a range of alternative solutions to the problem 
In order to gain successful problem solving the management must examine the challenges and impact of the communication conflict in Morrisons. There were several alternative solutions to investigate this problem before making an effective decision. 
According to Shapiro and Stefkovich (2016), positive psychology can be a useful solution to the problem that encourages the workers to feel important. 
By building strong labour relations and positive emotion from the management, help the workers to feel more active and productive towards the company.
Management can have the communication process with the labourers to control the situation. 
[bookmark: _Toc39064539]Use a decision-making technique to evaluate a range of solutions to identify the most appropriate option 
The management tries to identify a range of decision-making techniques and applies the appropriate technique to solve the problem. 
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Figure 1: Decision-making processes
(Source: Ritter and Moster, 2018)

Brainstorming: It is one of the best methods to develop an effective decision in the problem-solving approach. According to Ritter and Moster (2018), the assumptions stimulate the dynamic thinking that includes a person’s idea and the idea generated by the group. Generally, the ideas have the flow of suggestions to refrain and evaluate in the situation. All the judgements are presented and the group of managers and decision-makers concur the appropriate idea.
Delphi technique: In this technique, managers do not have to meet each other but the leader uses a range of questionnaires to make the decision. It is defined by Kezar and Maxey (2016) as the forecasting process based on the questionnaires that are responded by the experts. The experts answer the questions, the group response thinks as a whole, and the method reaches the correct decision. At the end of the session, the experts repeated the process to achieve their desired sense of decision.
Nominal group technique: The technique is a variation of a group discussion to meet the desired goal in order to achieve effective decision-making. With the help of the technique, the management gathers all the information related to the conflict by asking the individual employee a range of questions and making effective decisions to solve the problem. The process of a group technique reduces the chance of domination of an individual and encourages the group to participate in the decision-making process to recommend effective solutions to the problem. 

The Delphi method and the brainstorming method have some limitations, as it requires experts dealing with a proper leader to influence the management to take the effective decision. In this method, participants never meet and the group leader makes the decision by conducting written questionnaires. Brainstorming is the most common technique to make alternative solutions but it creates some misunderstanding among the participants some time.

The best way to solve the communication conflict in the workplace is the nominal group technique. It is the best method to gain group consensus and encourage the workers to participate as a whole to improve the situation. Various people in the organisation such as staff, stakeholders and community managers participate in the group and identify the root of the problem and the management try to involve all the people and understand their perspectives as well. After constructing a logical model of questions that are answered by the group of workers to make an effective output. 
The advantages of using the technique in communication and discrimination conflict in the workplace are discussed below:
The method generates a range of ideas that can be more effective for the problem than the traditional process of group discussion. It reduces the chance of influence of an individual person’s idea to the group by dividing the power of decision-making among the workers. The advantageous process of the methodology enables to establish a discussion. It reduces the competition and pressures on the workers to conform due to the status of the workers within the workplace. It helps to encourage the workers to participate in the discussion and confront all the issues by constructing problem-solving techniques. The technique allows the group of workers to prioritise the ideas of all the participants democratically. It enables the chance of providing a greater sense of closeness and harmony within the workplace among the workers. 
In this case, Morrison spokesperson applied the communication process using nominal group technique to talk to all the labour representatives and arranged meetings in the next few days to listen to all the agreement that the labourers need (gazettelive.co.uk 2019).
[bookmark: _Toc39064540]Develop a plan for implementing the solution 
The process of conducting and implementing the solution includes four stages. The first stage is to generate ideas. The managers present a range of questions or problem questionnaires to the participants to be answered. The manager and moderator arrange the discussion and direct everyone to give their ideas in brief and work together. Each participant generates ideas and presents them to solve the problem.
The participants engage in a feedback session to record each idea of each other. According to Sorooshian (2018), the moderator collects the idea from the group members and asks a range of questions and proceeds to the next process of idea generating and sharing. The repeated ideas are not allowed in this case and the group members emphasise the variety of ideas and proceed to the idea documentation.
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Figure 2: Nominal group technique process
(Source: Sorooshian, 2018)
Each recorded idea then discussed to select the appropriate one and its importance. The moderator takes the initiative to ask questions to the group members and encourages them to give their feedback. The step provides the opportunity to the members to generate their feedback and explain what they are thinking to solve the problem. Each creator generates their point of view and discusses them freely without any influence of any individual. The importance of the idea is discussed in this process.
In the last step, individual votes are taken and counted to prioritise one idea and the highest voted idea is selected by the moderator and senior manager to implement the idea for an effective decision-making process. Each member of the group establishes their criteria to select and vote for an idea. After selecting, the most ranked idea by the favoured group responded the questions asked by the management. The ranking sheet and tally table are used to rank the ideas in the nominal group discussion technique. 
[bookmark: _Toc39064541]Communicate the plan to stakeholders 
According to Heo et al. (2018), involving stakeholders and communicating with them to use the technique in problem solving and decision making procedure is important as it can have an impact on the evaluation result. The nominal group method is a promising method to encourage and promote the involvement of the stakeholders during the decision making process. The screen-to-screen meeting reduces the challenges and time boundaries by allowing the stakeholders to communicate and participate in the discussion process. The project summary report uses a series of generating ideas and questions with controlled feedback and gathering information with face-to-face meetings. Real-time problems can be analysed by this method and involving stakeholders affects the result of the solution procedure. Participation rates are better among the stakeholders by scheduling several meetings to generate the appropriate solution to the communication problems among the workers within the workplace.

[bookmark: _Toc39064542]Assess appropriate monitoring and review techniques to ensure successful implementation of the solution
The communication conflict is solved by using the nominal group technique to allow the workers to participate and give their feedback. It reduces the competition and pressures on the workers to conform due to the status of the workers within the workplace. It helps to encourage the workers to participate in the discussion and confront all the issues by constructing problem-solving techniques. There are several tools to monitor and review the technique such as GANTT charts, Kotter’s 8 step model, PDSA and others that include each task and the dependencies of the tasks. 
By making a Gantt chart, the tasks are easily analysed and helps to identify critical tasks that must be completed on time. According to Ong et al. (2016), it is helpful to monitor the process as it holds the record of date and time while taking immediate actions.
[image: ]
Figure 3: Gantt chart
(Source:  Ong et al., 2016)
PDSA is a four stage cycle to plan and study the cycle of tasks to carry out the change and assess its impact. It reflects the changes and ideas that are implemented. The next change cycle of full implementation of the ideas generated in the nominal group technique is performed in the last stage (Leis and Shojania, 2017).
[image: ]
Figure 4: PDSA cycle
(Source: Leis and Shojania, 2017)
According to Radwan (2020), Kotter’s 8 step model helps to establish the urgency of holding a meeting and inform the employees to communicate. It creates a vision for change and considers producing more changes in the process that must be needed to monitor and review the technique.
[image: ]
Figure 5: Kotter’s 8 step model
(Source: Radwan, 2020)


[bookmark: _Toc39064543]Conclusion
After analysing the report, it can be concluded that communication ethics enhances the chance to maintain harmony within the workplace if there is lack of communication ethics there must be conflicts to maintain the relationship between the management and the workers in the organisation. The workplace conflict in Morrisons affected the working process and the productivity of the organisation. Effective use of decision-making and problem-solving techniques enabled the company to fight back and regain the trust of the workers and customers as well. By implementing the nominal group technique, the company allowed the workers to give their opinion freely and the management agreed to follow the feedback and demand of the workers to maintain the harmony in the workplace and make the production process active.
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