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Executive Summary 
This is a descriptive as well as analytical format of assignment where step by step a real-life work-based problem will be discussed. At first, there will be a discussion about the problem itself. And then there will be some attempts to find out a potential solution of that problem. After that the best suited solution will be backed up with lots of analysis and factors. Finally, a plan 
will be made to implement that solution and performance of that solution will be monitored afterwards. In this assignment, British Airways and the employee’s recent strike of this company over pay raise has been taken into consideration to describe a real-life workplace problem. 
From this module, everybody will be able to solve problems in a real-life workplace conflict as well as make decisions according to that. It is also expected that this module will also help to make a change and implement that change within the entity.


[bookmark: _Toc522286264]1.0 Introduction
In this assignment, a controversial issue taken into place in British Airways will be discussed and analysed. But first, let’s try to look at how the organisation looks like.
Every organisation is a “whole” part which is made of several tiny “parts”. It is a service-oriented UK-based giant airliner in the world right now of which. Input is recruiting high-quality cabin crews to experience the passengers a premium feel, The output is serving the 183 destinations around the globe from Heathrow and Gatwick, Activities are increasing the profit maximisation through cost-effective technique. The company wants to become Europe’s biggest profit making airliner as they have already become the UK’s largest airliner and Europe’s third-largest airliner just behind Lufthansa and Air France (Krivis, 2016). 
Recently, there were some developments between the relationship of BA’s top executives and the cabin crews after the initiation of a certain category of cabin crews within the company where employees recruited after 2010 had been deprived of their basic payment promise by a bigger margin as a part of cost cutting strategy. Though the company had been denying it for years but the employees went on a strike of not being employed for BA if they did not raise the pay scale. The company was aiming to increase the profit margin compared to the market leaders and thus went to that strategy all on a sudden. After almost two years of negotiation between the union and the management, a solution had been found at last. Union had worked relentlessly in favour of those deprived staffs and finally they had achieved somewhat good as a reward of being united even in the worst scenarios. In this assignment, that incident is going to interpret as an example of real life workplace conflict. Not only that, there will be some stated method of planning new techniques to enhance the employer-employee relationship and also there will be some techniques on how to measure the effectiveness of the proposed plan later on this assignment. Employee performance should also be monitored to improve their efficiency level beside with their experiences. 






2.0 Defining a workplace problem with its scope and impact


2.1 Identifying the workplace problem at British Airways
Within an organisation, several types of conflicts and problems may arise which may sometimes seem very complex. Sometimes the situation can go beyond the reach of authorities and even make the business operation so vulnerable along with damaging the brand image with it. Such a fatal cause broke out in a few years back in British Airways after the initiation of Mixed Fleet. Mixed Fleet crews are those cabin crews who are recruited from 2010 onwards. Mixed Fleet crews were hired directly from Heathrow and it is almost one-third of the entire cabin crew at BA. The employee’s union Unite stated the problem and claimed that these crews are getting underpaid than that of general cabin crews and that is at an average of £16,000 annually including all sorts of allowances. But the airliner has canceled out that figure and insisted otherwise that the least amount ever to receive by a crew was £21,151 annually (Curtis, 2012). Not only that, two-thirds of the cabin crews have admitted that they had to report even not being fully fit to fly. According to an anonymous Mixed Fleet crew, some of them had been forced to take a sleep in the cable car between shifts as they simply did not even have the petrol cost to run their car just to reach their home! But BA claimed it had far more Mixed Fleet members that required. And the woe is deepened to those 1400 cabin crews who have already taken industrial actions against BA who are now in the blacklist and under the newly imposed sanctions by the airliner likely to miss the hundreds of pounds worth of bonus checks and staff travel concession (Blanchflower and Cubbin, 2010).

2.2 The scope of the problem
Since the conflict mainly arose from the salary increase of the cabin crews, the scope of this issue is a big concern of the Human Resource Dept. of the company. HR dept. of any company basically deals with the employee’s internal issues, hiring, firing,and their training. But this pay raise also affects the Finance and Accounts dept. of BA since their strike cost the airliner a lot by reducing their profit margin. Not only that after rehiring them in the airliner may create lots of opportunities for the company which may even affect to the BA’s stock price as well. So the scope of this workplace problem is very much a big concern to the Finance and Accounts dept. and the HR dept.

2.3 Impact of that strike
Despite the continuous assurance provided by BA that all the customers will be able to fly to their destination easily, it is not true for all the flights except Heathrow. Here, to meet the gap of on-strike employees, some of their colleagues from Gatwick had been drafted into Heathrow and some back office staffs had been trained and then drafted in to fulfill the unexpected gap due to strike(Mikkelsen, 2012).However, it had really become a tricky situation here in Heathrow as 25% to 30% of the Mixed Fleet crews were on strike which had been continued for more than two months.

Flights in short routes like Heathrow-Dusseldorf had the highest number of cancellations and not only that in some of the long routes like Heathrow-Philadelphia, BA had been forced out to reduce the trip to one trip daily out of two or more. Heathrow to San Jose trip was even canceled out and instead the flight had been moved on to San Francisco. That means, only a handful of flights had been canceled and “a very small number of flights” of Heathrow were “merged”(Mikkelsen, 2012). The strike cost the airliner so bad since many of the passengers had already paid a sum and not only that some potential passengers were also reluctant to book on BA as they were very certain about which flight is going to be affected. So that BA re-routed or re-booked those passengers to a different airport or offered some refund instead at that moment. Instead of resolving issues with those 1400 “blacklisted strikers” who sue against British Airways, the airliner made investments on ‘wet’ leasing aircraft worth at millions. 


[bookmark: _Toc522286265]3.0 Analysing the collected information of the identified problem
In the previous section, there is a clear and long discussion about the problem and how it is raised. In this part, the solution will be attempted to provide. Not only that, BA also threatened to curb out the retirement benefits of 17000 members under pension scheme to stop the strike by putting an excuse of rising the life expectancy rate and low-interest rate which could also create more nervous situation and further industrial action could be imposed on BA if they exercised their threat(Prassl, 2011).
Who owns the problem?
Surely the organisation itself is the reason behind this dispute. The decision taken by the executives is not alone made by an individual or manager. British Airways itself sets the system of introducing Mixed Fleet with that controversial set of strategies.
Who solves the problem?
As a face of British Airways, Alex is the responsible to negotiate terms and conditions with Unite and resolves the issue after all ASAP. But to solve the situation, both the Unite as well as BA has to co-operate with each other to come to an agreement to benefit both parties. 

Screening the situation at the current time
The problem that BA was facing was very critical in the eyes of any company. According to some inside information, the airliner went on competing with rivals in budget costs and such decision came up to play its part to reduce the amount of massive cost sheet by taking into account a nasty move. The problems discussed from the BA’s point of view so far. British Airways was really losing its passengers and forced to combine two or three particular flights into one due to that strike. There was also a shortage of cabin crews at that point. But along with them, stakeholders, as well as passengers, were also greatly affected with that strike. 
The issue termed “poverty pay” is not related to politics at all by any means rather it is quite a natural Human Resource problem (Knippen and Green, 2010). Plus it is totally a money-related problem where cabin crews of recently appointed Mixed Fleet demanded to increase their pay-scale and other perks like regular staffs. 
The probability of going on a further strike is still on since the union-Unite and BA are still trying to negotiate and reach to an agreement. According to a spokesperson of Unite, the dispute has not been resolved yet as their “pause for peace” after almost 2 months of strike started from July 19 did not turn out as a fruitful one to encourage both the parties to come to a reasonable agreement. General Secretary of Unite, Len McCluskey, wrote several times to the chairman of BA, Alex Cruz, by stating his interest in sitting on a table to resolve the issue as soon as possible. But Mr. Cruz said BA would only go on the further discussion when the strike is called off. Recently, the dispute has been fuelled by the news of pay rise of Virgin cabin crew which is around 6.65% at the same time when BA Mixed Fight crews are fighting for their long time ago promised £21,000 to £25,000 pay scale annually(The Independent, 2018). One of Unite’s national officers believes that British Airways has already forecasted its staggering £2.3 billion profit for the current year which is more than sufficient to recognize the hard work done by the Mixed Fleet cabin crews. A sense should be grown in here by the BA executives. The proposal made by Unite to increase the Mixed Flight crew’s paychecks up to the level of their fellow colleagues would not hurt much to the profit as 1400 crews will receive another £7000 to £8000 each. 



Fishbone Diagram/Cause-and-Effect Diagram
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Figure: Fishbone Diagram
Source: Author



Force field analysis


Figure: possible factors for and against a solution
Source: Author
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1. To reduce the raise with certain measurements: As far as I think, those 1400 crews should stop striking first as soon as being assured by the BA to raise their pay check by £5000 at least with no more striking and no more increase in next 3 years of condition (Jeffrey et al., 2013).But BA can no longer be able to punish those strikers as those conditions are good enough to punish them already for a time being. 
This solution will benefit both the parties costing both of them a little bit but most importantly the flights will be on schedule and up and running as before. I do not think that this change to come to a mutual agreement would be so difficult to adapt. Rather this long-standingstagnant situation will be over and create a relief within and outside of the company. The only problem could be the number of costs that the airliner is going to incur along with a certain amount of pay raise like additional fuel costs. 
2. To provide assurance of retirement scheme:
As it is mentioned earlier that the threat posed by BA to cancel out the retirement plan of those dedicated souls who have helped over the years to make British Airways as a world-class carrier of this country and one of the most recognisablebrands in the world. But they were then about to face the harsh reality of uncertainty retirement plan in British Airways(Ross, 2018).
This is a big issue to resolve along with the pay raise dispute and there is only one option left in here which is providing or re-opening withan unconditional guarantee of getting retirement scheme at the end of the career. Otherwise, BA would face further industrial action by the strike crews. Taking a tough position against the Union would not help BA or its parent organisation IGA at all to solve another labour issue.

Potential challenges
Future challenges of such proposal should be analysed by both parties as this type of situation will never happen again in British Airways. British Airways should take some cautionary steps to stop such movements in future most likely not to happen even in a legal situation. It should communicate with the Unite and GMB on a continuous basis regarding this. Besides, net income of BA will not be the same as this year so it should think about the strategies for gaining cost-effectiveness in the service providing.BA should take here some strategic positions creating a long-term goal. 
On the other hand, Unite and employees of BA esp. those who went on a strike and took industrial actions against the company should consider the job security and assurance of other basic needs from the company as BA can no longer create any harm to them(Sisko, n.d.). Staffs should prepare themselves to file any lawsuit against the company if it either intentionally or unintentionally harasses those “Blacklisted” crews. 

Looking for some specific queries
To agree or disagree on a recommended or proposed solution, some questions should be asked to interpret the situation from both the parties.
	Queries of BA
· How much increase in costs due to pay raise BA can afford?
· Is there any other option left not to raise the pay?
· Which one is more beneficial: reemployment or strike?
· What could be the future challenges of these potential movements?
· How to stop such movements in the future?
Queries by Unite
· Has the pay been raised? If yes then is it worthy of?
· Has the retirement scheme been reopened unconditionally?
· Will the job of all the 1400 staffs be given back?

The solutiontook: After so many discussions and proposals, finally, the dispute was over in October 2017 to end the 85 days of strike in a ballot(The Independent, 2018). Those Mixed Flight crews who were supposed to handle the long and short-haul flights from Heathrow were ecstatic to put their yes vote on the newly proposed offered by BA. According to new proposals, the pay will be raised by £3000 up to March 2018 only to those who had met several conditions like experiences. Additionally, the airliner has also agreed on returning the ceased bonus scheme and travel concessions to the crews. Mr. McCluskey was happy to resolve the dispute finally and gave full credit to all those Mixed Fleet crews who were always together even in the hardest moments of their lives to make it happen the increase of a reasonable pay rise. 
[bookmark: _Toc522286267]5.0 Evaluating several solutions to figure out the best one using decision-making techniques
Decision-making techniques
In the business world, there are various ways to make a decision after gathering and analysing the information. Such types are:
Financial analysis: This analysis is done to identify the profitability of that deal by calculating the impact of getting back those employees on BA’s revenues, stock price,and other relevant costs. 
Break-Even Analysis: The decision maker can identify the break-even point after recruiting those 1400 employees back to their position and calculate the service revenues, fixed costs and variable costs per unit to understand how much beneficial would that be for the airliner and also how much costs can be incurred with the increased amount of pay raise and other associated costs and revenues (Knippen and Green, 2010). 
Operations research techniques: It is the practical application of quantitative methods to reach out to a constructive decision. Lots of scientific, logical and mathematical formulas are used to make a realistic solution. 
Game theory: This tool is mostly used for achieving goals generally used by competitors. In the process, it is assumed that every player or competitor in the market is rational and all of them are trying to win the game. Decision maker of BA can apply this theory to interpret what could be the next move of Unite if a certain decision he made. Here the game runs by minimizing the maximum loss and maximizing the minimum gain. 
Decision Tree: A decision tree is an interesting tool where a decision maker has several alternatives to choose the best-fitted alternative. It expands its branches with lots of alternatives as well as risks associated with it and some possible outcomes (Prassl, 2011). Strategic planner of BA can use this technique to sort out the potential areas of the solution and make adjustments according to that.

Evaluating the best option
By using Decision Treeand Financial analysis techniques, BA has come up with these findings and decision. Since the Mixed Fleet crews went on Industrial actions, the company has been greatly affected each day for that. It was forced down to charter other planes, cut down the flights and lease planes to make a profit that was budgeted. But these had not been entirely balancing every stage of operation rather these temporary solutions are making other operations vulnerable (Krivis, 2016). On the other side, Unite was also tightening the bolt as much as possible to bend the executives and sit for a mutual agreement to settle down the issue as soon as possible. But BA chose to threaten its staffs who were continuing the strike instead to cut down their perks and other bonuses from My Incentives for up to two years- 2016 and 2017. 

So after all, the best option to resolve the issue must be not being too stringent in each of the party’s own proposal rather it should somewhere in between both the party’s options were withdrawing the threat of cancellation of retirement scheme is a must with no condition(s) applied. After that, whether to increase the pay raise or not is not even a considerable option as there is no need for further discussion from Unite if there is no signal of pay raise from BA. Now the only consideration to be taken into account with the mutual agreement is how much the raise is going to be(Jeffrey et al., 2013). Only executives of BA has the inside information based on which they can analyse and decide how much the pay can be raised. After that, they can make a proposal to Unite to accept the offer along with unconditional renewing of retirement scheme. Here the amount can be anything above £3000 and the staffs should not reject this offer as they have achieved almost everything with no conditions. Plus all of them will also be able to get their job back. 




[bookmark: _Toc522286268]6.0  Developing a plan for implementing it
As the solution to the problem has been identified and both the parties have come to an agreement, now it is time to prepare a concrete course of action under a good plan to implement it successfully. The steps in developing a plan regarding removing workplace conflicts like this are stated below:
1. Providing necessary training: Employees should be trained with significant training regarding control the conflicting issues. This might cost BA a little bit but eventually, there will be a formal attitude among almost everyone on dealing with conflicted issues(Curtis, 2012). 
2. Increasing the communication skills: Communication gap also creates the conflicting situation. So British Airways should focus on providing necessary training to minimize that communication gap among the employees. Hence the communication skills of employees will also be improved.
3. Building a positive working relationship among employees: Employer-employee relationship is very much essential in a big company to work shoulder to shoulder towards achieving the target. In BA, People were not very much attached to the employers and thus there was a massive gap between them. This practice should be reduced by a bigger margin and the employer should behave friendly with its employees in every aspect.
4. Implementing team activities: building up a team and encouraging works as a team always helps to reduce raising conflicts among employees. The company should have that practice inside of the company whenever possible. 
5. Providing third-party conflict mediation services: Sometimes in a conflicted situation, the employer cannot directly control or communicate with the employees and so there is a need of a reliable third party to whom employees can share their opinions and feelings(Jeffrey et al., 2013). British Airways should also build up a good connection with Unite and GMB for future situations.

With all of these ideas bearing in mind, an action plan now can be devised where these issues will be included:
Unite’s role: Unite will be looking into whether any of the re-hired crews are being victimized or ill-treated by BA and also whether all the promised assurance are being provided or not. Unite should not work in favour of the management authority but it should maintain a good relationship and power to exercise among them.
BA’s role: British Airways authority will set up a monitoring committee that will be responsible for building up a good relationship with the employees and prevent any such activities in future. The authority should also arrange some training for all the staffs on how to avoid conflicts for serving better towards the company’s well-being.
Employee’s role:Crews of Mixed Fleet will look at whether they are being cheated or deprived of some other benefits or not after being re-hired(Ross, 2018).

Action Plan
Cost
The cost will be based on the training firm appointed for the program. It is hardly assumed that the program for 20 people in a session might cost the company £10,000 to £25,000 with exceptions. 
Time
In the action plan, some activities have no specific time limits like BA’s monitoring over the employees regarding calling on another strike in future or building up and maintaining a good relationship with the employees or Unite. But timing will be required in some cases like providing training to improve the efficiency of the employees.
	Providing training on handling conflicts
	

	
	

	Providing training on improving communication skills
	
	
	

	Reviewing the performance
	
	
	

	Maintaining relationship with the Unite
	
	
	

	
	15 days
	30 days
	90 days



Resources
The main resources required to solve the issue is financing and skilled or trained Mixed Fleet crews. These are only things required to resolve the conflicting issue. The annual turnover will be good if financing can be made to develop the skills of Mixed Fleet crews with proper and required training. 


[bookmark: _Toc522286269]7.0 Communicating the plans to stakeholders
After taking the plans into a formal system, it should be verified with the relevant parties to make it official by using Balanced Scorecard or another strategic plan. The company then should stick to the plan over the period of its lifespan after being formalized and distributed among related parties. The prepared detailed plan will be clarified in front of the Target audience including Board of Directors and shareholders where the review technique of employee performance will be presented using MS PowerPoint. If they are convinced about the effectiveness of it then they will finalize the plan for implementation. A perfect communication plan ensures the proper distribution of the information in all departments clearly. So for communicating the plans to stakeholders,
· Key achievements and areas covered will be presented in front of all the stakeholders
· Engaging the stakeholders in the action as per their responsibilities
· Encouraging them to participate
· Creating enthusiasm among them regarding the plan
· Providing the team performance among everyone rapidly



[bookmark: _Toc522286270]8.0 Monitoring the performance with proper review techniques
A successful business operation includes a systematic approach to planning, scheduling, monitoring and controlling the several aspects of the procedure. Since every operation has its own goal to achieve, it must be reviewed after a certain point to check how the plan is going whether it is good or not. 
Balanced Scorecard is a great performance appraisal technique that is used to identify and measure the performance of the employees. It deals with lots of internal functions of an organisation with great external outcomes. Finally, a feedback of the outcomes is provided to the company. Data is collected based on the qualitative process. Program Management and Review Technique (PERT) is one of those reviewing tools where timing is a big factor for the completion of the project or operation. On the other hand, the Critical Path Method (CPM) is another great technique to review the performance which is used in those projects that are recurring (Blanchflower and Cubbin, 2010). Both of these techniques are used to finish off a project successfully but they are not a similar type of tools. 
PERT
· It is the time-cost-trade-off approach. 
· PERT has been used only in some uncertain events or activities. 
· This technique only prepares plans and controls for time. It estimates three times.
· It is the totally event-oriented approach.
· It is a non-repetitive basis tool.
· This review technique is mostly used in Research and Development Project.
CPM
· It is a time-based approach. 
· CPM is an approach that requires a set of clearly defined management activities in order to control the cost and time. 
· It is totally an activity based tools.
· CPM is used on a recurring basis.
· It is used in non-research projects like construction projects.

For the BA case to prepare a plan to follow and implement and review the performance, I think, CPM would be appropriate to use as the process is a repetitive one. Besides, it controls both the costs and time. With this technique, BA will be able to set out an earliest and latest possible time of each activity since these are certain and analyse the real performance along with it to make a decision on performance (Curtis, 2012). All the activities stated in the planning will have a time fixed and be compared every time.


[bookmark: _Toc522286271]Conclusion
After all the discussions, it is clear that trade union and the strong position of employees have got the flying colors over the nasty strategy made by British Airways. They wanted to separate the newly recruited employees with the experienced one creating a status of naming Mixed Fleet where staffs recruited after 2010 are segregated with fewer benefits and pay scale than their other colleagues in order to cut down costs. But Union of employees – Unite first raised the voice against this discrimination and then followed by 1400 Mixed Fleet cabin crews for 85 days at a stretch strike to create massive problem to BA. But finally, the situation settled down on agreeing on some terms where mutual benefits were prioritized. But during the strike period, BA tried to threaten the employees by any means but crews and Unite hold firm to implement their demand with a fruitful negotiation and that finally worked in favour of them. 
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Factors for solutions

1. Gaining back brand image
2.  Getting back customer satisfaction
3. Getting back lost flghts


Factors against solutions

1. Massive costs
2. Probability to lose competitve advantage
3. Decreasing team morale
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