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[bookmark: _Toc521964037][bookmark: _Toc522124366]1.0 Introduction

Work based problem refers to the situation that is not solicited and causes harm to the overall organizational operation and workplace environment. Work based problems must be addressed with proper measures for overcoming the problematic situation. Work based problem solving refers to the process through which different problem solving tools and techniques are utilized for mitigating the complex work based problems for facilitating a hassle free productive work place environment (Marone, 2004). In this report a work based problem and effective solution of that work based problem will be critically discussed. This report will identify the ways in which work based problems create impact on employers and employees. Ways of recognizing a work based problem and the way of analyzing it will be discussed along with identification of a particular problem in my work place and analysis will be performed regarding the information on this problem for fostering the process of decision making. PESTEL and SWOT analysis of my organization will also be presented and alternative solutions to the identified problem will also be proposed. Most appropriate option will be identified by evaluating different possible solutions using decision making technique. Decision making information will be created in this report through providing summary of representative values. In this report a plan will be developed for implementing the solution to the identified work based problem and then the plan will be communicated to the stakeholders.   

[bookmark: _Toc521964038][bookmark: _Toc522124367]2.0 Work Based Problem and Impact on Employees and Employers

Work based problem refers to the unpleasant situation where tension arises between two employees or amongst several employees over one or multiple issues that causes an employee or multiple employees to go through psychological stress and physical stress and that negatively impact their level of performance and as a result organizational goal achievement get obstructed (Jay T, 1997). There can be different kinds of work based problems such as performance issues, communication problems, harassment, bullying, lower level of motivation and lower level of job satisfaction, discrimination etc.
Workplace problems can have negative impacts on both the employees and the employers. Employers set up organizational goals and objectives and determine work methods for employees to reach those goals and objectives. Employees follow the work methods structured by the employers to direct their effective efforts towards valuable ends to help organization reach its goals and objectives. But arousal of workplace problems severely obstructs this pattern. Due to workplace problem, psychological stress is created in the minds of the employees involved in the problem (Ederer, 2015). As a result physical symptoms such as high blood pressure, body and muscle ache, head ache, sleeplessness etc arise amongst employees involved in problem and they also suffer from depression and anxiety over the factors of the workplace problem. Such conditions eventually gives rise to mental distraction amongst employees involved in workplace problem and they become unable to properly concentrate on their job duties that causes insufficient and poorly-directed job performance that does not actively contribute to take the organization towards its goals and objectives (Swanson, 2014). As a result employers suffer because they cannot lead their employees properly towards goal achievement through consistent job-duty performance and this in turn significantly reduces organizational productivity. So, employers have to face the problem of lower revenue and lower profit.   

[bookmark: _Toc521964039][bookmark: _Toc522124368]2.1 Recognizing, Defining, Investigating and Analyzing Problems

Recognizing Problems:
The first step is to recognize the problems that are happening because without recognizing the ongoing problems making optimal solutions is not possible. Work based problems obstruct the organizational productive flow of operation. Whenever an organization’s management finds out that the productive nature of the organizational operation is being obstructed, it should immediately search for the reasons of such obstruction of organizational operation (Chesla, 2000). Such reason analysis will let the management recognize the work based problems.
Defining Problems:
Next step is to define problems by identifying the causes of the problems, the exact specific places where the problems are taking place, the way the problem is taking place, the specific time when the problems take place, with whom the problem is taking place and the reasons for which the problems are taking place. 
Investigating and Analyzing Problems:
For investigating work based problems, a team of investigators must be formed with organizational members who are neutral and no way are related to the problems that will be investigated. Then that team of investigators with hold interviews with the individuals involved in the work based problems being investigated. Evidences regarding the problems then should be gathered from the witnesses who closely observed the problems and from organizational work records (Strobel, 2011). After collecting all relevant information, the work based problems must be analyzed by considering what detrimental effects the problems are creating on the organization along with which individuals are causing the problems and which individuals are getting victimized of these problems. Then the team of investigators should look for ways to solve the problems in hand that will be compatible with the organizational goals.

[bookmark: _Toc521964040][bookmark: _Toc522124369]2.2 Complex Workplace Problem and its Analysis

In this section of the report a complex problem that I am facing in my workplace will be defined and analyzed using relevant framework.

A Complex Workplace Problem:
I am a social and healthcare professional and I work in Swiss Cottage Care Home as a care worker. My job is to provide general care to the service users of the care home I work for like helping the service users to move, reminding them and helping them to take their medications on time, supporting the emotionally, ensuring that they are living in peace and security in the care home, helping them to conduct daily necessary activities etc. As a care worker I have been able to perform well for six months continuously since the commencement of my employment in Swiss Cottage Care Home. But for about last two months I have been facing a severe issue in my workplace. Two of my colleagues, who are also general care workers, have been bullying me and insulting me continuously everyday for the past two months. Even though I give my best efforts for caring the service users, they intentionally create problems to the service users and try to put the blame on me. For example, two weeks ago they intentionally disconnected electricity in one of the rooms of the service users and as a result the service users got extremely frightened being in the dark because the service users of that room were psychologically disturbed. Later those two colleagues told me to take the blame of this incidence on my shoulder otherwise they threatened me to cause physical harms to me. This is just an example of what they have been doing to me over the past two months. Moreover, both of them frequently make fun of my appearance, style of talking and attitude in my presence to insult me. Because of all these incidences I have been affected psychologically and my self-esteem and courage has gone down significantly. As a result I have developed anxiety. I am suffering from chronic anxiety for the last two months and I am unable to concentrate on my job duties (Strobel, 2011). As a result I am making frequent mistakes in my job performance because of absent mindedness since all the things that are happening to me always play in the back of my mind (Butterfield, 2012). Due to downfall of my job performance the manager of my care home has issued warning to me. My ineffective job performance is also negatively impacting the overall performance of my care home. There are other staffs who are also getting harassed and bullied regularly in my care home. So in a nutshell the problem of my workplace is increasing number of care givers are getting bullied, insulted and harassed by some dominant and aggressive care givers and as a result the bullied, insulted and harassed care givers are getting affected psychologically. As a result they continuously get distracted and become unable to concentrate on their job duties. So, their performance standards are going down and it is negatively impacting the overall performance of Swiss Cottage Care Home.    
Analysis of the Information of the Identified Workplace Problem:
Five Ws analysis of the identified workplace problem:
1. Who is involved?
The involved organizational people with the identified problem are me and two of my colleagues. Those two colleagues are bullying and insulting me regularly for the last two months and I am victim of their bullying and insult. 
2. What happened?
I have been getting bullied and insulted everyday at my workplace by two of my colleagues. Those two colleagues of mine create problems to the service users and then bully me to take the responsibilities of those problems on my shoulders. Moreover, those two colleagues insult me every day by making bad comments about my personal attributes. This has made me suffer from chronic anxiety and as a result I get distracted from my job duties and the quality of my job performance has significantly gone down. My care home’s performance has also been negatively impacted by my poor performance.
3. When it took place?
Such incidences started happening to me exactly two months ago and it is still continuing.
4. Where it took place?
The problem that I have highlighted started to take place in my workplace only and it is still continuing to take place in my workplace that is the care home in which I work. 
5. Why it happened?
There are some reasons for such incidences to happen. The care home where I work does not have any strict anti-bullying policies for protecting service users and care givers from bullying and other harassments from the care givers and colleagues. This drawback of the care home’s policies was exploited by my two colleagues and they got the courage to behave with me in such ways. Moreover, the manager of our care home only hands over to the care givers the performance objectives but he does not conduct regular evaluation of the workplace environment to see if there are any barriers in the care home’s workplace environment that are keeping the care givers from achieving their performance objectives (Chesla, 2000). If such evaluation of the workplace environment was conducted regularly then the intentional negative attitudes of two of my colleagues would have been detected by the care home’s manager and he could have taken necessary steps to prevent such behaviors. There is lack of training facilities in our care home for providing proper training to the care givers regarding behavior modification. Behavior modification training is very important for care givers because care givers working in social and healthcare sector needs to modify their behavior carefully so that they can maintain harmony with service users and colleagues in challenging job environment. If there was behavior modification training for care givers in my care home then probably two of my colleagues who harass me would have understood their behavioral problems and rectify them. 

[bookmark: _Toc521964041][bookmark: _Toc522124370]3.0 PESTEL and SWOT Analysis of Swiss Cottage Care Home
[bookmark: _Toc521964042][bookmark: _Toc522124371]3.1 PESTEL Analysis of Swiss Cottage Care Home
For developing alternative solutions to the ongoing problem in Swiss Cottage and making decision about choosing the most appropriate solution, conducting PESTEL analysis of Swiss Cottage will offer significant help. Below the PESTEL analysis of Swiss Cottage is presented:
Political: All the organizations get impacted by political aspects. Swiss Cottage is a care home based in UK and its uninterrupted operation is dependent on political scenario that UK has. UK has stable political environment and that is why there is no violence caused by politics in the country (Makos, 2015). So care workers can regularly travel to Swiss Cottage care home through safe roads on time and thus its daily operation is uninterrupted.
Economic: Brexit has left an adverse effect on UK’s economy and that is high inflation and currency devaluation. Both these economic issues of UK are continuously affecting its organizations. Inflation has caused increased prices of products and service and currency devaluation has reduced value of British Pound. So Swiss Cottage requires to pay higher salaries to its staffs than before and its cost has increased for that.
Social: UK’s social structure is such that most of the people are highly conscious about the physical and mental health conditions of their relatives and family members (Makos, 2015). As a result most of the people in UK do not hesitate to admit their family members and relatives in care homes for ensuring proper social and healthcare supports to them if they are going through mental or physical challenges. That is why Swiss Cottage continuously receive increasing number of service users in its care home and earn revenue by providing social and healthcare services to them.
Technological: Swiss Cottage maintains historical records of each of its service users through electronic database system in its computer servers. This enables Swiss Cottage Care Home to retrieve any information it wants at any time regarding any service user. This aspect helps Swiss Cottage to analyze scenario of each service user properly to provide required social and healthcare services. 
Environmental: In terms of environmental activities Swiss Cottage is doing well. After each three months the management of Swiss Cottage conducts tree plantation programs on behalf of the Swiss Cottage Care Home. This action is taken by Swiss Cottage’s management to enhance its image as a care home. 
Legal: Employment Rights Act 1996 and Equality Act 2010 are applicable on Swiss Cottage care home and as per these two laws Swiss Cottage’s management is legally bound to meet all the rights of the employees and protect them from bullying, harassment and insults in their workplace (Makos, 2015). 
[bookmark: _Toc521964043][bookmark: _Toc522124372]3.2 SWOT Analysis of Swiss Cottage Care Home
Through SWOT analysis the internal and external situation of Swiss Cottage Care Home as an organization can be evaluated (Bruneski, 2014).
Strengths:
· Strong financial ability.
· Arrangement of all required facilities to provide proper care to the service users.
· Good salary structure and benefits packages to motivate staffs.
Weaknesses:
· No strict anti-bullying and anti-harassment policies in place.
· No proper evaluation of workplace environment to identify barriers to good performance.
· Poor performance of increasing number of staffs.
Opportunities:
· Introduction of strict anti-bullying and anti-harassment policies in workplace to protect staffs from getting bullied and harassed to ensure better performance.
· Arrange behavior modification training for the staffs to motivate them to modify their behavior and rectify their behavioral issues so that they can behave well with their colleagues and service users which will ensure better organizational performance. 
Threats:
· Continuation of bullying, insult and harassment against increasing number of staffs by some dominant and aggressive care givers may further deteriorate the performance of the staffs.
· Continuation of harassment and bullying in the workplace environment of Swiss Cottage Care Home will further weaken its chain of command and workplace discipline.
4.0 Proposal and Evaluation of Alternative Solutions to the Problem

In this section, some alternative solutions will be developed and evaluated using appropriate decision making model.

[bookmark: _Toc521964045][bookmark: _Toc522124374]4.1 Force Field Analysis Model and Proposal and Analysis of Alternative Solutions

Force Field Analysis:
The Force Filed Analysis model for helping decision making process was proposed by Kurt Lewin in 1940s. While intending to make a change in any of the organizational aspect, implementation of Force Filed Analysis can be made to weigh the advantages of the proposed change against the disadvantages (Connelly, 2017). As per this model, advantages are called ‘Forces for Change’ and disadvantages are called ‘Forces Resisting Change’. After determining the total score balance of both these aspects for a proposed change, if it is found out that the ‘Forces Resisting Change’ are outweighing the ‘Forces for Change’ then alternative solutions can be developed and the best possible solution must be chosen that will make the ‘Forces for Change’ outweigh the ‘Forces Resisting Change’ (Connelly, 2017).     
Fore Field Analysis of the Workplace Problem of Swiss Cottage Care Home:
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Figure: Force Field Analysis for the solution of the workplace problem of Swiss Cottage Home.
Source: Author

It can be seen from the above Force Field Analysis for the solution of the identified workplace problem of Swiss Cottage Care Home that, currently forces against change is outweighing the forces for change for solving the stated problem. The score now is 12:14. Below some alternative solutions have been developed to ensure optimal solution to the problem that will ensure forces for change will outweigh forces against change: 
First Solution: The management of Swiss Cottage Care Home can arrange regular evaluation of its workplace environment in order to check if any of the care workers are bullying and harassing other care workers and service users (Ederer, 2015). Then if any care worker is found to be guilty of bullying and harassing other care workers and service users then that care worker should be punished. If such actions are taken regularly within Swiss Cottage Care Home then cost for solving problem will be from - 4 to - 5 but resistance to change from the staff who bully and harass others will become 0 from - 4 and improved harmony in workplace will increase to + 5 from previous + 4. So, total score will be 13:7.
Second Solution: The top level management of Swiss Cottage Care Home can organize behavior modification training for its staffs where the staffs of this care home will be taught about the ways they should behave with their colleagues and service users. In such training sessions the care workers will also be mate motivated by the management of Swiss Cottage by using motivational techniques so that they behave well with their colleagues and service users. This solution will make cost incurred to solve problem from – 4 to – 5. On the contrary, motivated workforce advantage with increase from + 2 to + 4 and improved harmony in workplace will become + 5 from + 4. Resistance to change from the staffs who bully and harass others will become from – 4 to – 3. So, total score will be 15:14. 
Third Solution: The management of Swiss Cottage Care Home can also introduce strict anti-bully and anti-harassment policies for protecting the staffs and service users against few care givers who are aggressive and bully others (Butterfield, 2012). Moreover, the management of Swiss Cottage will be able to punish the care giver who bully and harass other care givers through these anti-bully and anti-harassment policies. In combination with these policies the management of Swiss Cottage Care Home can also introduce behavioral modification training for the staffs just as explained in the second solution. If the complete solution is adopted by the management of Swiss Cottage Care Home then cost incurred to solve problem will become – 6 from – 4. Huge time consumption for staffs to understand anti-bullying and anti-harassment policies will become 0 from – 6. Moreover resistance to change from the staffs who bully and harass others will be 0 from – 4. Then motivated workforce will become + 5 from + 2 and improved harmony in workplace will be + 6 from + 4. So, the total score will be 17:6. 

Best Solution:
From the above analysis of the three alternative solutions it can be observed that, first solution will produce a score of 13:7, second solution will produce score of 15:14 and third solution will produce score of 17:6. So, the best solution out of all these three solutions will be the third solution because the third solution will maximize ‘Forces for Change’ most and minimize ‘Forces against Change’ most. So, the third solution will be the optimal solution. So, as per the third solution top level management of Swiss Cottage Care Home will introduce strict anti-bully and anti-harassment policies to protect staffs and service users from getting bullied and harassed by other care givers and will punish the care givers who bully and harass other care givers. Moreover, management of Swiss Cottage will arrange behavioral modification training for its staffs to teach them the proper ways to behave with their colleagues and service users and motivate them to implement good behavioral practices in their workplace. 
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In this section of the report development of plan will be conducted and its implementation strategy will be outlined for solving the ongoing workplace problem of Swiss Cottage Care Home. Moreover, this plan and implementation strategy will be communicated to the Manager of Swiss Cottage Care Home through a letter.


Letter to the Manager of Swiss Cottage Care Home:
Dear Manager,
I am facing a serious problem in the workplace of our care home and that problem is not only being faced by me but many other staffs of our care home are facing this problem. Below I am presenting my plan that I have developed for solving this workplace problem of our care home:
Core Objective: The core objective of the plan for solving the workplace problem is to solve the ongoing workplace problem of our organization Swiss Cottage Care Home in order to prove workplace harmony to boost organizational performance.
Attainment of Required Information: The chosen solution is the third solution out of all the alternative solution (Swanson, 2014). So, first accurate information must be gathered regarding anti-bully and anti-harassment policies and staff behavior modification training to successfully implement the third solution.
Most Critical Aspect: The most critical aspect that should be targeted through this solution is some care givers of Swiss Cottage are bullying and harassing increasing number of care givers and as a result those care givers have got distracted and their performances have deteriorated. So, overall performance of Swiss Cottage has been impacted negatively.
Desired Outcome: The desired outcome that must be achieved through this solution is complete elimination of bullying and harassing from the workplace of Swiss Cottage so that all the employees can work in ideal environment to improve Swiss Cottage’s performance
Action Plan: For implementing the solution, different related actions will be taken as per following schedule and they will be measured as per the mentioned success criteria:

[image: ]

Monitoring and Review:
After implementing the chosen solution the management of Swiss Cottage Care Home should arrange facilities for regularly monitoring the performance of the implemented solution and review the findings (Strobel, 2011). For this purpose, the management of Swiss Cottage should appoint a team of inspectors who will tortuously monitor the implementation and progress of the solution that will put into place for solving the identified workplace problem of Swiss Cottage. The data that will be gathered through regular monitoring will be presented to the top level management of Swiss Cottage and the top level management will review/appraise those data. If the management finds any drawback in the implementation of the solution then they will immediately assess the situation and take corrective actions for mitigating the drawbacks.  
By implementing the above mentioned steps of the plan, the best solution can be properly implemented and the workplace problem will be solved.
Sincerely Yours,
[bookmark: _Toc521964047][bookmark: _Toc522124376]Peter Hamza

6.0 Conclusion
I am a care worker and I work in Swiss Cottage Care Home. This care home is facing a problem and that is some of the care givers are continuously bullying increasing number of other care givers. This has caused those victimized care givers to get distracted from their job duties and as a result performances of some care givers have deteriorated and the overall performance of Swiss Cottage Care Home has been impacted negatively. Three alternative solutions to this problem have been developed using appropriate framework and the best solutions was chosen. Plan has been developed for implementing the chose solution and that plan has been communicated to the manager of Swiss Cottage Care Home. 
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