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1. Introduction 
In this report I will try to analyse and solve a problem in a certain organization. The problem presented is “Employees dissatisfaction” which can be different depending on the organization we want to apply it. To solve this problem, I will be using decision making skills and tools.
As suggested by Williams, W.S. (2002), we are faced with many problems and decision every day which can affect, depending on the problem, our life; so, it is very important to have a good understanding on how to apply critical thinking and creative problem-solving skills to be sure we are always evaluating different solutions to take the best decisions. This book explains how critical thinking and creative decision making would help a decision maker to arrive at the best solutions because critical thinking engages every step of the decision-making process, and creativity would help them to come up with original ideas and possibly unexpected ways to solve the problem.  (Williams, 2022, pp. 1-5)

1.1. The workplace problem 
The organization we are taking into consideration is a cocktail bar located in Soho, London, where there are 25 full time and 20 part time employees. In this case the problem is a dissatisfied employee where in a meeting with the consultant manager complaints that since she joined the company no training has been given to her and this makes her to feel stuck in her position with no room for improving her skills and knowledge, and given the fact that many members of the staff have very little experience about customer service or products knowledge can bring problems and delays during the service. She also underlines the fact that sometimes staff members who are closing in the night are also asked to open the bar the day after and many of them do not have enough time to sleep and recover.
The impacts the problem could bring to the business are: 
1. Employees with more experience may look for another business where to work for progression and perhaps to have the chance to work with professionals to improve their skills.
2. Employees may feel stuck in their position not having any training to develop their knowledge and skills.
3. Employees may come late or not come at all because sometimes they are asked to close in the night and open the day after with very little time to sleep.



2. Analysing information 
In this section I will identify the root causes of the problem.

2.1. Root Cause Analysis (RCA)
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Here we have a fishbone diagram to identify the root causes of the problem, as we can see as main problem, we have the dissatisfied employee and then different categories that might be related to it as Management, People, Equipment or Training. 
I have identified the following causes as root causes of the main problem:
1. Staff members who close in the night not to open the bar in the morning
2. No incentives for personal growth and this bring employees to feel stuck in their position 
3. Lack of training which end in a low trained staff.

2.2. Applying Situational Analysis Models

Once we found out the root causes, before suggesting any solutions, I want to have in-depth look at the external and internal factors of the organization using PESTLE and SWOT analysis combined, only the I will be able to give practical solutions.
As suggested by Gray, B. (2016) PESTLE analysis considers the external factors that might affect the business and the alterations that might occur in this situation; on the other hand, with the SWOT analysis we can the analyse those factors to determine strengths, weaknesses, opportunities, and threats. 





2.2.1. PESTLE analysis 
· Political: Brexit limited the flow of people coming to the UK and COVID-19 forced experienced staff to leave the country for different reasons.
· Economic: The current situation in Ukraine brought an increase of all living costs including rents or bills and import limited again by Brexit.
· Social: We are forced to hire unexperienced staff due to the low demands of bartenders and waiters’ positions. 
· Technological: We must be aware of the new technologies in the industry.
We have identified some of the external factors that might affect the organization regarding the complex problem we are trying to solve “unsatisfied employee”. These can also be seen as opportunities and threats to the organization and now using the SWOT analysis I will be able to recognise strengths and weaknesses to overcome these problems.


2.2.2. SWOT analysis 
	
	
Strengths
	
Weaknesses

	


            Opportunities
	We might want to train first experienced staff so that they will be able to pass their knowledge to the more unexperienced staff.
	Management team to assure that older staff do not have too much pressure to deal with during the service if they have to train newcomers, making sure there are no delays during the service 

	


Threats
	Make sure we have a good structure programme of trainings for the staff so they will not look somewhere else to improve their skills and knowledge.
	If we are not able to give proper training to every employee, we might see older staff members looking for other places where to work since newcomers are still making mistakes.



3. Range of alternative solutions
I am now able to give three different solutions to the complex problem:
· Solution 1: A better work\life balance, especially for full time employees to have 2 consecutive days off and making sure who is closing in the night is not opening the day after.
· Solution 2: More awareness in innovations and new technologies.
· Solution 3: Well-structured programme trainings to enable team members to develop themselves.



4. Evaluation of alternative solutions
In this section I will evaluate the alternative solutions using a decision matrix which is, as suggested by Peek, S. (2022), a very useful decision making tool that help decision makers to prioritise tasks, solve problems, and provide arguments to support decisions you have already taken in addition to assisting you in choosing the most effective strategy for your company, especially when you have many variables and options it could help to have clearer ideas on which is the best solution to solve the problem.

	
	
Weight
	
Solution 1
	
Solution 2
	
Solution 3

	
Work\life Balance
	
4
	
5x4=20
	
3x4=12
	
2x4=8

	
No innovations in equipment
	
3
	
2x3=6
	
5x3=15
	
4x3=12

	
Lack of knowledge and training for staff
	
5
	
2x5=10
	
3x5=15
	
5x5=25

	
	
	
41
	
42
	
45



As result of the decision matrix, we can see that the Solution 3, which is a well-structured programme of training for every staff member, would be the most effective to solve the problem given by the dissatisfied employee. 

5. Implementing the solution 
As implantation plan for the solution 3, which as we saw in the decision matrix would be the most effective to solve the problems, I will use the Gantt chart.
A Gantt chart is a project management tool that assists in planning and scheduling tasks and monitoring the effectiveness of the project. We first need to create a WBS (Work Breakdown Structure) to list all the tasks that need to be completed, after we can start to create our Gantt chart which will include timing for each task with milestones through the project to track accurately the project’s success. It is formed by the name of the task, the duration for the task to be achieved and we will be able when every training will take place divided by weeks. 
Donato, H. (2022).










5.1. Work Breakdown Structure (WBS) and Gantt chart
WBS
	Task
	        Activity
	Predecessor
	Duration (Weeks)

	1
	Customer service training 
	-
	1

	2
	Cocktail creations training 
	1
	2

	3
	Master classes with Brand Ambassador 
	2
	1

	4
	Spirits training 
	2
	1

	5
	New equipment 
	4
	1

	6
	Training on new equipment 
	5
	2



Gantt chart
	
	Week 1
	Week 2 
	Week 3
	Week 4
	Week 5 
	Week 6
	Week 7

	Task 1 
	 
	
	
	
	
	
	

	Task 2 
	
	 
	 
	
	
	
	

	Task 3 
	
	
	
	 
	
	
	

	Task 4
	
	
	
	 
	
	
	

	Task 5
	
	
	
	
	 
	
	

	Task 6 
	
	
	
	
	
	 
	 



Project Task
Milestones





As we can see all the trainings that need to be attend by the staff members are listed in the WBS and consequentially there is the Gantt chart where we can see that in structured programme of trainings lasting for seven weeks we would be sure that all our staff is well trained and knowledgeable about their job and the duties they need to accomplish during the service, avoiding complaints from customers and delays for the orders.

5.2. Stakeholders Analysis 
5.2.1. List of the stakeholders 
“A stakeholder is anyone who is either interested in the project or is likely to be affected by the project. In fact, anyone with a stake in the project is a stakeholder.” (Every, P. 2022).	
After listing all the stakeholders involved in the organisation, I will then conduct a stakeholder analysis which will help me to categorize them based on their power and interests in the business.  Every, P. (2022)
This chart represents all the stakeholders of the business, at the centre there is the company and then the first tier are listed the primary stakeholders and in the second tier the secondary stakeholders.INSPECTORS AND REGULATORS 
CUSTOMERS
LANDLORDS
COMPETITORS
GOVERNMENT 
SUPPLIERS
EMPLOYEES
OWNERS
COMPANY




5.2.2. Power/Interest Matrix 
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5.2.3. Communication plan with stakeholders 
	
Stakeholder
	
Power/Interest
	
Communication vehicle
	
Frequency

	
Owners 
	
High/High
	
Meetings 
	
Weekly 

	
Employees 
	
High/High
	
Meetings 
	
Weekly

	
Customers 
	
High/Low
	
Email
	
Weekly

	
Suppliers 
	
Low/Low
	
Email
	
Monthly 

	
Government 
	
High/Low
	Written communication
	
Monthly 

	Inspector and regulators
	
High/Low
	
Email
	
Monthly 

	
Landlords
	
Low/High
	
Email
	
Monthly 


6. Monitoring and Review Techniques 
To review and monitoring our implementation plan we will need to make sure that every deadline or milestone are respected throughout the realization of the project, doing so we will be sure there will not be any delays or problems to the plan.

7. Conclusion 
After a meeting with one of our employees, some problems regarding skills and knowledge of others team members and delays during service, were presented to me. 
To solve this problem and make sure our staff do not have to face difficulties during the service I did a little introduction of the business we are operating in and listing the different problems that came out. Then, with the help of the fishbone diagram, I was able to identify root causes of the problem and giving three different solutions to solve it. After choosing with the decision matrix which solution would be the most effective, I implement the solution thanks to the Gantt chart, where at the end we are able to see the different trainings required from the staff members to be more knowledgeable and to not get lost during the service causing delays to the orders. As last we can also find the communication plan with the stakeholders where I have identified them and using the power\interest matrix I was able to categorize them to better meet their expectations.
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Appendix 
Role Play Dialogue

Management consultant: Luigi Testaguzza 
Dissatisfied employee: Nansi 

This is a discussion between management consultant and dissatisfied employee working in a cocktail bar to find out the job dissatisfaction of the employee. The bar has 25 full time and 20 part time. 

MC: good morning how are you? 
E: I am good thank you very much, what about yourself?
MC: I am well thanks for asking. So, is there any problem you want to discuss with me about?
E: Well, I am happy with my salary, but I don’t feel very satisfied from this job since is more than one year I work for the company, and we did not receive any training about spirits or new methods and technology in cocktail creation and this bring me to feel stuck in my position and make me feel unsatisfied, especially for new members of the team where most of them have little or no experience in the job bringing problem and delay during the service. I also would like to discuss of my work\life balance as it happened to be asked to come to open the bar in the morning when I was closing in the night.
MC: I am very sorry to hear all of this from you. I just want to say that we think you are a great asset for the company and the venue itself and I will discuss this with the management team to solve this problem. Thank you for your time and hopefully the next time we meet we will just discuss about how happy you are to work for this company.
E: thanks for your understanding.







Role play power point presentation slides 
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