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My name is Ionut Dinu, I'm 32 years old and I came in UK about 6 years ago and since then I have changed different jobs due to lack of motivations that couldn’t find until I found something which motivates me to learn and develop new skills and I found that in Virgin Active so I joined them. I start to work at VIRGIN ACTIVE as cluster engineer. My organization is serving its commercial operations under “Recreational Facilities and Services” industry. This industry is based on gyms, amusement parks, gaming and fishing preserves, sport stadiums, movie theaters, sports teams, golf courses, dance and theatrical companies, recreational goods rentals and other leisure services. Virgin Active provides different types of recreation tools and gym tools and server the community it also provides personal trainer and support in sport activities also one of its premium service is to provide membership to the club members and elite customers. As being a cluster engineer at Virgin Active I have some certain duties and responsibilities that I need to perform very effective and efficiently and these are the duties that I have given in the following responsibilities list:
1. Every day I receive a list of lots of places which I must visit in order to solve these places’ issues. Arriving at the places the very first thing that I do is to ask the manager of the places what is the actual problem and after inspection I try to solve it as soon as possible.
2. The next responsibility that I perform also includes mechanical issues such as mechanical parts or component damage repairing, which I try to solve in a very short time as soon as possible if I am able to.
3. Basically, I am responsible for all the issues of Virgin Active’s gyms situated in London. 
With these responsibilities that I perform maintains my organization’s effectiveness in the recreational and service industry where loyal customer gaining is very tough. So, I need to pay more attention toward more gym and also other parts of the areas that is not mine. Now, whenever any problem or issue arrivers that need more qualified person than me or like me than I contact with more experienced and qualified professionals to solve the issues while contacting with them, I also explain to them the necessity of their presence in that place so that can be present at the right time. So, the main problem which I am facing is the lack of sufficient support staffs, because of the small number of employees in the cluster engineering department, I have to perform more complex work and also have to visit more places in a very short time and another big problem of my organization is that they do not have sufficient qualified people to do these kinds of job that I perform. 
[bookmark: _Toc26839757]Problem: Lack of sufficient staffs and lack of their skills affecting performance 
Definition of the Problem with my experience 
Problem denotes the harming event or situation that actually causing disadvantages in terms of working or progress and creates difficulty for organization, people or society. Defining a problem requires some systematic approach such as identified the outcomes that are harming the progress and then follow the track of the outcomes how they are linked to which thing that tis actually making this problem and finally through analyzing the points one can easily understand the problems (Charles and Tregoe, 1991). In an organization like Virgin Active timely attendance to places is very important as well as the work process is also time consuming. Sometimes the electric or mechanical parts of the gym’s tools gets damaged or broken and it needs to be responded quickly as well as effectively so that the customers of my organization don’t become unsatisfied with the services. But as I have to go to a lot of places sometime the service quality is not good and I could not attend all the places in time and the customers getting dissatisfied also as they are not getting the service timely. Now, as I am the cluster engineer and facing these sorts of problems, I have done a proper analysis found out the problem is with the lack of sufficient staffs and lack of their skills to manually solve the issues at different places. After telling this to my organization they have given me the responsibility to solve the problem efficiently. Now, I looked at the problem precisely and asked some questions against the problem that would define it in more specific in more specific way. For that I have asked some questions against the system flow to get the answer.
· What are the error consequences?
Answer: Late presence, High pressure on me, No backup support due to the skills
· To which things it follows?
Answer: These consequences lead to the skill problem of the employees in cluster engineering department
Now as the problem is being defined with more precise manner it can been solved with proper methods to solve the problem with proper data collection and analysis on the training that these my fellow cluster engineer needed for improving and coping up with the new technologies.
[bookmark: _Toc26839758]Problem Solving 
A problem is a complex issue which requires complex cognitive and logical reasoning to solve it. Problem solving refers to the process of identifying the solutions of any complex issues that is hampering in some way and achieve any goals. There are many reasons for which problems arise, these reasons may be connected with the problem directly or indirectly for example, due the hostile business culture problem may arise. Mainly problem arises due to the human resource, environment, management a process. Any inconvenience in these areas may cause to create any types of problem at workplace. For this problem that I have identified, the reasons are that I cannot serve all the areas by myself in time and also when giving any crew to other places they can not perform as like me so the problem arisen due to these factors and finally I have identified that the employees of my organisation has not enough skills to perform the tasks (Charles and Tregoe, 1991). To solve this problem, I have followed seven steps in a systematic way and these steps are given below.
[bookmark: _GoBack]STEP 1: The Right Problem to Solve: here, I found the problem and figured out the correct problem that I will solve.
STEP 2: Analyse the Problem: Then I analyzed the problem and find out the consequence and causes of the problem
STEP 3: Define the Problem: Then with the data I dined the problem critically to understand the better to solve it easily.
STEP 4: Develop Opportunities (Possible Solutions): After defining the problem, I have developed some possible solutions.
STEP 5: Select the Best Solution: The with the analysis tools I have selected a best solution for my problem.
STEP 6: Implement the Solution: After selecting the solution I have implemented them through systematic process.
STEP 7: Evaluate and Learn: After the implementation I have evaluated them and based upon the evaluation I learned about the error and adjusted according to the learning.   


Data collection
Collecting data and then making them into precise information is a very crucial step for solving any problem. Data collecting has many steps such as defining the methods and the selecting sources and then finally choosing a tool to collect methods. Data collection method has two types of process one is primary and another one is secondary. Primary method of data collection states that the data should collected with first and from the situation itself and no prerecorded or analyzed or collected data will be use here. So, this means here the data will be collected as totally new information. Another one is secondary data collection method which denotes the process of collecting data from prerecorded file or source (Horine, 2017). The source of collecting these data also varies in terms of methods for example, to collect primary data one ca use the interview process, survey process or observing process. And for secondary method one can use journal, pre-recorded company file and previous event’s records etc. Now, as the problem is about lack of training or skills so I have decided to collect data from primary method due the fact that this condition or situation is new so raw data are needed to analyze the problem. The employees under the cluster engineering department is moreover quite long so it is impossible to interview all or observe them rather I would conduct an electronic survey through intranet system to know about some certain issues where these problems need to be touched to solve it effectively. 
For collecting the required data, I have prepared a questionnaire that will be uploaded into my organization’s website so that my colleagues and my organization can easily provide their data through this. Through this data I can easily analysis the main causes of the problem which have eventually helped me to draw a conclusion about the development of the cause analysis. The outcome of the cause analysis will help me to anatomy of the problem of my organization.
The collected data that I have gained through the primary data collection method is given below.
	Questions
	Options

	1. How much do you rate yourself as a skillful worker?
	a. Bad
b. Neutral/ average
c. Good

	2. Do you feel confident while sending on any places to fix cluster or machine related problems?
	a. No
b. Neutral
c. Yes

	3. Do ever you feel the drive to learn better skills from other employees? 
	a. No
b. Neutral
c. Yes

	4. Does the payment and benefits of the organization is enough to learn or take lessons from outside by yourself?
	a. No
b. Neutral
c. Yes

	5. Does the management treat you well?
	a. No
b. Neutral
c. Yes

	6. Does the policies of management motivate you to do your job successfully?
	a. No
b. Neutral
c. Yes

	7. What do you think about management’s engage with employees?
	a. Punishment
b. Neutral
c. Participative

	8. Does the organization culture induce to have a self-will training?
	a. No
b. Neutral
c. Yes

	9. Do other employees try to teach other employees about efficient skills?
	a. No
b. Neutral
c. Yes

	10. Does the machine possess complex process to fix it?
	a. No
b. Neutral
c. Yes

	11. Do you find the machine easy or complex regarding your skills
	a. Easy
b. Complex

	12. Which Type of training you find comfortable?
	a. Online
b. On the Job
c. Off the Job

	13. Why do you think the previous training was effective for you?
	a. Inappropriate way
b. Lack of enough effort
c. Time conflict



With these questions I have gained a total scenario of my organization’s problem regarding lack of enough skills or effective training for the employees.
Decision making refers to the process of selecting any decision based on any logical reasoning regarding any complex issues. Here, I have taken my decision by analyzing the problem and selected my decision to solve the problem. Decision is the process of reaching up to any conclusion after considering and analyzing regarding any problem or complex issue. Here, I have taken decision based on the all data available and with local reasoning (Mindtools.com, 2009).
Some of the factors that I have considered while making the decisions for solving the problem 
· Experiences 	
· Creating Thinking
· Risks of the decision 
· Critical nature of work
· Communications
· Knowledge
Decision making tools refers to tools that help to take decision by analyzing the decision and providing the analytics of the decisions. Some of the decisions making tools that I have used here are PMI and Fishbone analysis tools.
PMI: PMI tool is the tool which measures Plus, Minus and Interesting facts of the decision and upon measuring the decision is selected with highest value. Here I have chosen this tool as it is simple and suitable for solving the problem that I have identified.
Fishbone: Fishbone tool is the cause effect analyzing tools where the problem is regarded as the effect and the cause that making this problem is the causes and through this fishbone, I have identified the cause that are making this problem of my organisation(Krajewski, Malhotra and Ritzman, 2019). 
 
[bookmark: _Toc26839759]

Cause Analysis 
Cause analysis is a step of problem finding and solving. The term cause analysis simply refers that the analysis of any problem to find out the causes (Mindtools.com, 2009). With a deeper meaning this term refers to the critical analysis of the causes with proper technique to find out the root causes which is actually making this problem up for my organization and to do that there are a lots of analysis tool such as Bar Chart, Pareto chart and Fishbone diagram method. But to analysis the causes I have done the analysis of the data that has been collected through the web portal and analyzed it to know the causes or factors that is causing the problem in my organization. And now the sneak peak of the analysis that I have done is given below.
Question no. 1: How much do you rate yourself as a skillful worker?
The first question shows that maximum of the worker in my organization is not skillful.

Figure 1: Response of employees
Question No. 2: Do you feel confident while sending on any places to fix cluster or machine related problems?
The response of this question shows that maximum of the worker in my organization don’t feel confident while going for any error fixing.

Figure 2: Response of employees
Question No. 3: Do ever you feel the drive to learn better skills from other employees?
The response of this question shows that maximum of the worker in my organization don’t feel the inner drive to get a training and thus lack of motivation.

Figure 3: Response of employees


Question No. 3: Do ever you feel the drive to learn better skills from other employees?
The response of this question shows that maximum of the worker in my organization don’t feel confident while going for any error fixing.

Figure 4: Response of employees
Question No. 4: Does the payment and benefits of the organization is enough to learn or take lessons from outside by yourself?
Through the response of this question shows that the worker’s payment in my organization is not enough to get a support from outer side to learn the necessary skills.

Figure 5: Response of the employees
I have done the later question in a previous manner and then analyzed the outcomes to scrutinize the causes that I have found out with the lack of skills in my organization. To put the cause in a simultaneous series I have selected the bonefish method of screening the root causes. The fishbone diagram is a technique of showing the causes in a way that connects the all root causes under a core element of my organization. The fishbone diagram is important for my problem solving as this would show me the direct reasons related with the problem or effect.  The reasons that will be find out here in a simultaneous series and also this will help me to maintain the team focus and brainstorm the solutions for the problems. Now below is the fishbone diagram that I have produced by analyzing the collected data from my organization that is related with the problem that I have identified which is the lack of training of employees in my organization Virgin Active.
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Figure 6: Fishbone Diagram (Krajewski, Malhotra and Ritzman, 2019)
Through the fishbone diagram that I have created from the cause analysis shows that the core elements of my organizations such as management, machine human resources environments and machine. Under the management I identified that the treatment of the management for the employees is bad, the policies are very ineffective and punishment-oriented engagement of the management toward the employees in my organization lead them to not to take and provide effort for learning the skills seriously. Again, under the human resource point I have identified that the employees are dissatisfied with the job and also their low skills and low confident along with the low self-driving factors which is causing them to not take the training properly. In the environment point I discovered that the employees think and face many problem regarding the environment or culture they think my organization has a non-friendly environment and also the organization do not have the participative environment along with the lack of training and development oriented culture so the employees do not feel or take trainings as a result they are remaining lack of skills. Under the machine point I recognized two causes which are employees has low knowledge regarding the products and the machine mechanics are complex and hard for them to handle so they don’t want to involve and they remained unskilled and lack of proper training. So, here I have discovered the root causes which is causing this problem in my organization and causing me inconvenience. Now these root causes have assisted me to find out the solutions which I have critically evaluated and implemented to solve the problem.


[bookmark: _Toc26699659][bookmark: _Toc26777926][bookmark: _Toc26839760]Solution, planning and implementation
Identifying Solutions
As I have identified the root causes through fishbone diagram to my problem of my organization. Now, with proper analysis I have brainstormed and find out some solutions that can be done for my organization to solve the problem. In this process I have gone through many alternatives and evaluated them each by each through the Plus, Minus and Interesting method that is PMI tool.
Solution no.1: Providing the employees with monetary benefits to gain trainings from outside.
Here in solution no. 1, I have thought of provide them extra payment with the salary to take outside classes for leaning the skills properly so that they can gain the skills. Now, why I chosen this solution is because this extra payment will motivate my employees and also when spending own money, they will be attentive toward consuming the money with full focus to learn. This is actually effective for my employees and would be a quick solution for the problem that I have encountered in my organization.
Solution No. 2: Taking a test to promote and demote and fire the employees.
In this solution I have thought of a trick method that is motivating them to take training by applying the X theory of McGregor’s X and Y theory of motivation. Here, I will take test after providing them training where the employees of my organization will be told that if they pass, they will be promoted who will do average they will be demoted to lower position and who will fail or get below average they will be fired. As a result, to keep the job and get promoted, in this fear, they will take the training session and they will learn very attentively.   
Solution no. 3: Providing extra training and development session keep them engaged in the trainings while they are on the job.
In solution no. 3 I have brainstormed that the employees of my organization will be trained while they are on the job where they will learn from practical situation and also will be present there to ask any question regarding the knowledge from me or another skillful employee. Here I will keep the employees engaged with their work. The training will be don through on the job such as coaching, observing etc. as employees will do any fault they will be suggested and corrected and also directed by me and other trainers.
With critical analysis and focusing the problem and also root causes I have brainstormed these possible solutions and proposed these solutions for the problem that I have identified in my organization.
Identifying appropriate solutions
As the solutions that I have proposed now it is important to take decisions by evaluating them crucially and comparing to each other. Decision making is very tough and critical as the solution I would implement will solve the problem so it is important that I need to choose the effective and efficient solution for my organization and to do that I have engaged the PMI tool of evaluating my proposed solutions. The PMI is an acronym of Plus, Minus and Interesting. This PMI tool suggest that the decisions will be evaluated based on what positive which is plus and what negative which is minus and what interesting things which can be plus or minus and then calculated (Dery, 1983). the value of each solutions will be compared to each other which will provide the best positive value that will be selected here. So, basically PMI is giving me better understating of the solutions in terms of numerical system. So, I have analyzed the solutions with PMI tool and the analysis is give below.
[bookmark: _Hlk26833846]PMI evaluation of Solution 1.
	Plus
	Minus
	What is interesting?

	· Quick +3
· Easy to implement +4
· Motivates employees +5
	· Not reliable -3
· Not effective in many senses -5
· Not tested -2
	· Creating self-driving forces +3

	Total: +12
	Total: -10
	Total +3



PMI evaluation of Solution 2.
	Plus
	Minus
	What is interesting?

	·  Effective +5
· Easy process +5
· Employee engagement +4
· Reliable and Tested +5
	· High cost -5
· Low self-driving process -4
	· X theory of motivation +2

	Total: +19
	Total: -9
	Total +2



PMI evaluation of Solution 3.
	Plus
	Minus
	What is interesting?

	· Effective +5
· Participative environment +4
	· High cost -5
· Demotivating due to load of training -4

	· On the Job methods +4

	Total: +9
	Total: -9
	Total +4



Comparison of PMI evaluation of all Solutions
	Solution 1
	Solution 2
	Solution 3

	[bookmark: _Hlk26750898]P: +12
M: -10
I: +3
	P: +19
M: -9
I: +2
	P: +9
M: -9
I: +4

	Total:  +5
	Total: +12
	Total: +4



After applying the PMI method, I have discovered that all the solutions are in positive value and among these solutions I have recognized that the solution no. 2 which I have brainstormed is with the most upper value so, according to the PMI I have made my decision to select and implement the solution 2 among all three alternatives (England, 2012). Now by implementing this solution I will solve my organization’s problem of lack of trainings as an effective training will be given so employees will get a formal training and also after that the coercion method of motivating through X theory will make the employees to do their best to learn as well as productive. So, the problem will be solved.
Planning, Implementing
Planning is the way of organizing the resources and tasks in a way that can help me to achieve my target (Systematic problem-solving and decision-making, 1990), which now is to solve the problem of my organization and implementing refers to the materialization of the planning that I have planned for achieving my target that is solving the problem. Now, I have planned and implemented the solution no. 2 that I have been selected. 
1. Defined a Goal: I have defined a goal that is to solve the problem through implementing the solution non. 2.
2. Created Team: After defining the goal I have created my team for implementing the tasks.
3. Communicated the Goal and assigned Roles: After sharing the goal and vision of my plan I have decided some roles such as coordinator, organizer and trainer which I have assigned to different person to fulfill.
4. Schedule and Milestone: with assignment of the roles to the different people under my control I have created a schedule and milestone chart such as Gantt Chart and work breakdown chart.
5. Implementation: After these I have implemented the solution and the problem got solved with some time effectively. 
Through these I have planned and implemented the solution that I have selected for my organization.
[bookmark: _Toc26839761]Evolution of Effects
The Effects that has been identified throughout the time after implementing the planning is very effective. When the news of a new training program I have given to the employees they suddenly cheered up and some resist but with proper control I have influenced everyone to take the training effectively. After taking the training effectively and providing them the training I have done a small-scale interview where I have seen that the employees are now confident to go any place to fix the machine and has an interest in developing themselves and gain knowledge about the cluster machine more (Ishwar Dayal, 1977). And after the test I have promoted some but didn’t demoted or fired anyone with which everyone is happy and they start the working with a positive vibe surprise. So, the effects take time but it finally paid off the hard work that the I have taken to solve the problem of my organization.
[bookmark: _Toc26839762]Standardization
Standardization is set of activities to make any practice or policy as a standard or benchmark of others that is the process or policy will be the guideline for others to follow (Corporate Finance Institute, 2019). Now, standardization is important as I have solved the problem it is proven that the solution is very effective so making it standard for my organization would be efficient also. To make the process standardization I have documented the processes and also the data that I have collected documented. The process is also documented as a guideline for future use the out is a benchmark for this process. So, with the standardization I have made this as a policy of my organization to use and whenever there is a problem regarding the lack of skills or trainings of the employees.
[bookmark: _Toc26839763]Evaluation of Process
The evaluation of process refers to the evaluating the process with which I have identified the problem and then made my decision to solve the problem. In process evaluation I have evaluated each step with the expected outcome and benchmark and I have found out that the processes are effective in its steps (Slack, Alistair Brandon-Jones and Johnston, 2017). As In the defining section of the problem I have clearly defined the problem which helped me to ensure the next step that is Data Collection as the problem related issues helped me to define the area from where I should collect data and then with a critical data collection I have done a cause analysis and from the cause analysis I have effectively identified the root causes and then based upon that I have prepared the solutions. And using decision making technique I have made a decision and after that I have planned about it and the implemented it and finally the problem that I have identified now solved. So, this suggest the successfulness of my processes regarding solving the problem and making decisions for my organization.


[bookmark: _Toc26839764]Conclusion
Working place is a complex area where a lot of problem regarding the work can be found which make an organization dull and pollutes its environment mentally. as I am a cluster engineer and has some responsibilities, I have identified a problem regarding the workplace and the problem is lack of training of them employees and with the proper analysis and disciplinary steps I have identified the cause and also took care of the process. So, solving problem needs a complex and systematical thinking and planning and implementation. 
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