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Introduction
In this report, I will be talking about a work place related complex problem and identifying solutions to solve problems by using different problem solving tools and techniques. My chosen problem is favouritism in school health team in NHS, leading to promotion. I will talk about reasons of favouritism, the advantages and disadvantages and how to overcome or resolve favouritism.  My experiences of favouritism within NHS setting and aspects of problem solving and decision making. I will use fishbone analysis to identify cause of problem in my workplace following with two solutions to the problem favouritism leading to promotion. I will look at the advantages and disadvantages for those proposed solution and make a decision on the best solution with reasoning. Methods of monitoring and review of implemented solution will be given. I will be using reliable source to back up my findings and  knowledge.    

Chosen problem
I will be discussing favouritism at work leading to promotion in School Health Team in NHS. At some point in our life, we all have experienced favouritism occurring in different places such as in classrooms, amongst our friends and families. This issue is now increasing almost all the places including workplaces as well. According to Worx (2015), “92% of senior business executives has witnessed favouritism in employee promotions in their own companies and quarter of the polled execs admitted to practicing favouritism in the workplace themselves”. Bystanders to favouritism may feel undervalued, angry and unfairly treated which in turn feel very demotivated at work in general. Negative side are also present for the managers favourite person, their working relationship with their colleagues can be damaging. At times, well-deserved promotions and praise for hard work might go unnoticed by colleagues who say that individual is boss’s favourite. Sometimes most favourite employees go out of their way to outperform their colleagues, other times mistakes or blame can be placed on other colleagues for the preferential treatment can be kept. Over time these situations will lead to stifling work environment and distract lack of creativity. When mangers are not treating everyone equally they are adopting a sense of resentment and separation and with time, it can de-motivate employees and damage the team unity. It is paramount for any organisational setting to promote fair working environment. 

What is favouritism 
Favouritism is giving an individual or group special treatment at the expenses and disadvantage of others or organisations. It is the act of offering jobs, contracts and resources to members of their own social group to the detriment of others outside the group (Bramoulle. Y, 2009).
Reasons of favouritism
Desire for some sort of advantage in the field of business or social status can cause us to favour one person over another. Individuals who are ambitious will often opt for one who they know will accelerate their passage to the top. Sometimes it is done to show power of authority where individual are selected for a position for no other reason than they have the power to so. One can be favoured because they agree with the point of view towards a certain issue such as in religion, science, sport or even health issues. Favouritism can take place because one feels sorry for an individual who is going through hardship and one may feel obliged to hire this individual even though they might not be qualified for that particular position. People will most of the time favour those who are most like themselves. 

Advantages of favouritism
Favouritism can cause dishonesty as one must show reason for preference for one person over another. You are reluctant to tell the truth that you are favouring this individual because you liked them, you owe them a favour or you want them to indebt to you. Therefore you give a dishonest reason. Disadvantage of this is that the truth will be revealed and you will have to acknowledge the real truth leaving people knowing that you cannot be trusted. Another consequences could be that those you treated unfairly will return the favour and pass you over when they are choosing someone for a desired position. Favouritism created by prejudice separates people. Instead of bridging gaps between ethnic, religious or nationality groups the distance between them widens. Favouring one section of the community against other section is discrimination. This leaves individuals who do not practice discrimination become the innocent victims of prejudicial favouritism. Lack of self-esteem can be the result of favouritism. There are many people who feel they are unworthy because of being repeatedly ignored and unnoticed by family, friends, work colleagues and managers. 
When a senior member in charge in an organisation is suspected of favouritism there is usually an atmosphere of distrust and resentment. This can lead to lessening of commitment to work resulting in a drop in performance levels because staff feel hard work and loyalty do not bring the expected reward (Bright, n.d.). 

Disadvantages of favouritism
Although there are some advantages of favouritism in the work place they are not for a long period of time and are not always continues. For example getting promoted through favouritism can be a short term thing as once in the position and when assessed for performance you maybe degraded. Disadvantages of favouritism can lead to not getting job promotion,  not being invited to exclusive events and given time off when requested which, was the case in my workplace setting.
How to overcome/resolve favouritism 
Following steps can be taken to avoid favouritism. When praising a employee for their work try not to do it in front of other stuff  rather save it for 1-2-1 review or appraisals. It is important not judge to quick as employees with reserved nature will not always openly speak about their work success therefore managers need to pay attention. Apply one rule for all and be clear about rules, policies and procedure. They should be applied consistently. Distribute projects fairly and give everyone their opportunity to shine. It is paramount to communicate clearly to the whole team when task are needed to be completed by the team. Introduce performance management and identify where training requirements exist (Worx, 2015).       

My experience of favouritism at workplace 
Having worked in an NHS setting for School Health Team for number of years, I have witnessed favouritism many times. There was a situation where a member of staff got promoted for working there for many years and had a good relationship with the management team. She did not have all the necessary skills to do the job and there was better internal candidate for the job in the same work place but she still got promoted over the other ideal candidates. I witness favouritism when staff members were given days off and holidays were granted to the favourite person as and when they requested, while others were told they can only take days off or holidays certain time of the year. All staff would be told not to take time off during training week but one member of staff would have gone on holiday because she has been granted leave by manager due to her being the favourite staff member . There were times where favourite staff member was permitted to use the work permit for their car while others were not allowed to use them. This has led to members of staff getting upset, demotivated, undervalued and destroyed employee morale. When members of staff witnesses  benefits flow from being on the good books of the manager rather than from doing a great job, they see little point in working hard which can lead to less productivity. This is a very wide spread problem in many workplaces setting. To some degree both employees and organisations is at loss. To solve this problem from the workplace, it has to be recognised that there is favouritism going on by managers or head of department/organisations, only then it can be resolved or find solution to change or improve. This is the reason why it is  very important to have an effective manager at any organisation. 

There are many factors distinguishing an effective manager from an ineffective one. The two factors that many organisation looks at in a manager when recruiting are the ability to make effective decisions based on good and timely information and the ability to solve problems that others cannot solve. Some individuals are naturally creative and are comfortable following rules and solving problems through using solutions which has worked before.
Although most individuals can be helped to add more creativity to their thinking. This creativity does not only help in solving problems but it also establish an innovative vision for an organisation, where capturing individuals imagination can be a powerful motivator or giving a speech through which a unique view of something can enable individuals to see things in a totally different way (Morgan, 2017). Individuals will have different ways of solving the same given problems because of how as an individual perceive that particular problems. 

Being an effective manager at problem solving and decision making does not always mean all problems will be solved by them, at times it can be difficult because they as individual can be the cause of the problem and they do not realise it or admit to it. At times like these some organisations bring in external expertise to guide or to solve some problem or even to educate people on certain issues for example bullying and harassment at work training and discrimination at work training. These kind of training helps people to understand the concept and stops them being the victim or criminal of that offence. One of advantage of getting external expertise is that they are expert in that field or subject while the one disadvantage maybe that managers feel they are not competent hence outside help was needed and they themselves can feel demotivated. 

For example, huge number of overseas nurses in the UK that work in NHS experience ongoing discrimination and favouritism from fellow UK work colleagues and managers. Although there is little analysis of their experiences and perceptions of the process of the career progression or the factors accounting for their limited entry into higher grades. It is argued that many Ghanaian nurses and midwives can experience difficulty in progressing into senior position due to cultural differences and gaps in knowledge. A research indicates these kind of problems can become institutionalized and engrained by practices on the ward, particularly support from managers being dispensed as sponsorship that is not given equally to all. Informal system of promotion to management is created which is not transparent and is based on subjective and culturally specific criteria and can undermine egalitarian formal procedures and create a platform where discriminatory practice can operate. The side effect for these processes can lead to sectors of the workforce becoming demotivated, demoralized, to the wastage of skills and other resources and is biggest problems in retention of staff (Henry, 2007).

Whether you are at strategic level, tactical or operational level within an organisation, you will come across situations where you will have to make a decision or a range of decisions to find a solution for those problems. Strategic manager passes rules, policies and procedures to tactical manager to stimulate it then operation manager may implement it with the instructions of tactical managers for their employees to follow. For example, you as an employee may just be expected to follow processes and procedures in the workplace. However, there will be situations where you will have to make personal decision which may positively or negatively affect the organisation or your fellow colleagues to large extent.  For example, if you decide not to go to work in the morning due to sickness, your colleagues will have to manage without you and it may affect the service delivery. However if you do decide to go into work with bit of sickness, the organisation will benefit as the service delivery will be running as normal and your manager might appreciate your effort. Not all problem are manageable but problem should not be allowed to remain. There are many reasons why we face problems at work and there is no doubt every work place has problems. For example, being under pressure to meet targets and deadlines at work, work with the tight budget and schedule, to gain praise or endorsement from employer, work with various types of people, from working within norms and culture of the organisation etc. 
These problems are not only present within an organisation but you can face them as a self-employed person within your work surroundings. 

There are many problems you may encounter at work such as communication barriers/skills, attitude problems, interpersonal challenges between different levels, ethical problems, poor performance or even discrimination or harassment. These problems can be categorised into two namely, rational and intuition styles of problem. Before going to talk about different approaches of problem solving, first I will discuss above mentioned problem styles. Rational problem involves any problem based on logical thinking and principles for example, when staff are asked to come into work on their days off due to short staff or asked to do overtime. Intuition style of problem include all types of problems where decision is made based on gut feeling and suspicion. For example, if a member of staff did not turn up for work and you knew the day before they were not feeling well, you immediately assume they are unwell and for that reason they did not come to work. Following from this I will look at which side of the brain individuals use to solve problems according to a literature by Morgan (2017).    

It is said that some people are right-brained or left brained which basically means they use their right or left side of the brain more in a given situation which can lead to two distinct sets of abilities. People who are left brained tend to produce more standard answers to a problem, whereas right sided users produce more novel and innovative answers. Left side of the brain is where more rational activity occurs and decision will be broken down into small steps where decision making becomes a scientific activity. On the other hand, right side of the brain will frequently adept at solving unstructured and novel problem and takes a holistic approach which involves many different notions where it becomes a creative art (Morgan, 2017).
Adair (2007) suggests the word analyse comes originally from a Greek language, which means to loosen or to break down the task into small parts. Analytical thinking is step by step or logical reasoning, can that mean people who use their left side of their brain to make decision are analytical decision makers. Synthesising is also another Greek word which means putting or placing things together to make a whole which can be done mentally through imagination. This takes us back to Morgan’s (2017) research of right sided brain people on decision making and it seems they maybe the synthesising decision makers.  

Seven steps to problem solving 
It is important to have a structured process to help ensure you stay on truck with what you need to do to solve a problem. These seven steps involve; finding the right problem to solve, defining the problem, analysing the problem, developing possibilities, selecting the best solution, implementing and evaluating and learning. Some problems do not demand such attention hence ask yourself “is it the right problem to solve?” as this is the most important stage in the seven step problem solving (Phil Higson, 2019). Favouritism was a very big problem in my old NHS setting and although many of the staff noticed it being a problem, managers however did not seem to realise it was an issue.

Types of decisions
There are three main types of decision that most supervisors can be faced with, they are routine, adoptive and innovation decisions. It is said innovation decision are required when problems are unusual and unclear hence creative solution are needed. It requires anticipation, reflexivity, inclusiveness and responsiveness on part of the researcher and innovators. To foresee potential risks, dangers and public worries anticipation is needed. Reflexivity is needed to be aware of one’s own assumptions, values, role in and responsibility for society as an innovator. Inclusiveness is needed for public acceptance and for bringing in diversity of insight and values. Responsiveness is needed to ensure all of it is properly affects the innovation trajectory rather than being just another way of window-dressing (Francis, 2016). When problems and alternative solution are unusual and only partially understood, managers use the adaptive decision making solution. These problems and alternative can be when a staff members are changing working hours, work pattern or even methods of assignment. When problems are relatively well defined and common, routine decisions are made through well-established rules, policies and procedures to solve them. 

Factors affecting decision making
There are many factors that influence decision making. For example, experience and knowledge of the company, risk associated with the decision, critical nature of work, written guidelines, time available i.e. money energy, self-concept, amount and kind of information available, degree of acceptance of decision and support, manager’s personal ability and then of course there is sometimes interpersonal conflict. Past experience can influence future decisions people make, especially if it stands to reason that when something positive results from a decision, people are more likely to decide in a similar way given a similar situation. However, people tend to avoid repeating past mistakes as future decision made based on past experiences are not necessarily the best decisions. Financial investment decisions are not made on past sunk outcomes rather by examining choices with no concerns to past experiences (Dietrich, 2010). Following from this I will now talk about ingredients of good decision making.

Ingredients of good decision making
The foremost importance in decision making and problem solving is to follow systematic process and procedures. Involve the team to come up with solution to the problem as they may have relevant information which you as a manager may not be aware off due to the position you hold. Use synergy to get better result. Delegate, routine decisions can be delegated. Brainstorming is another good idea as this gives you a variety of alternatives to a decision. Be creative and objective. When problem solving or decision making do not get emotionally attached to a particular decision even when it may not the best one. A wise supervisor would involve subordinates in some but not all decision and if decision making meeting is held supervisor should make sure everyone in participating. Making no decision is also making a decision. A good decision maker sets their own standards, they self-manage and implement.   

Fishbone analysis
In the below, I will use fishbone analysis to find out all the possible causes that creates favouritism at workplace. It is understood one must remove the causes of the problem not the symptoms and 95% of the problems in the organisation can be solved using a simple tool to analysing and troubleshooting. Fishbone diagram was pioneered by Ishikawa (1960). The diagram is a analysis tool that provides a systematic ways of looking at effects and the causes that created or contributed to those effects, the root causes of the problem or quality characteristic using a structured approach. It also encourages group participation and develops group knowledge of the process and identifies areas where data should be collected for further study. The design of the fishbone diagram looks like the skeleton of a fish where head of the fish represents the summative effects. The fishes ribs represents a causes that contributes to the final effect and sometimes subbranches are used to give reasons or characteristics of each example can be listed (Llie G, 2010).
Since I am focusing on identifying the possible root causes of favouritism at workplace. 4P’s method will be used to categorize the various causes. 
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Figure:1 Fishbone Analysis (Source: Created by the author)
We have identified favouritism at work as being the problem which is the head of the fishbone.

 The following table looks at the four cause indicators for creating favouritism.
	Place

Under the criteria for place, the following are the causes that maybe responsible for creating favouritism.

· Employee may not be in the right place at the right time.
· Not adequate working environment.
· Location of workplace maybe difficult to get to.
· No disability access facility.



	People

Under the criteria People, following are the possible causes that are responsible for creating favouritism. 

· People can be a problem because of their attitude and behaviour.
· Age and gender.
· Service in the organisation.
· Experience in the organisation .
· They may have personal problems.
· Individuals health and wellbeing.
· Not motivated enough at work.
· Using bribery to get in manager’s good books.
· Be managers favourite.


	Procedures

Procedures is also an indicator for cause for favouritism.

· No procedure is in place.
· Managers do not follow procedures. 
· Decision maker is not aware of the procedures. 

	Policies

Under the criteria policies, following are the possible causes that are responsible for creating favouritism.

· Managers are not familiar with policies.
· Workers are not aware of the polices. 
· Correct policies are not in place or in date.





Based on the above findings from fishbone analysis, below I am going to propose two solutions in order to solve/minimize favouritism issues at workplace. 
Favouritism can take place many ways, in my previous workplace it took the shape of promotion. To avoid favouritism at work by managers, we can put couple of solutions in place. 

Proposed Solutions 1: 
Solution can be that before anyone gets promoted, an external panel is set to discuss the best candidate even if it is internal staff. The panel of 3 to 4 people who looks at all the evidence and requirement for the job and decides on the best suitable candidate for the job. 

Proposed Solutions 2: 
Second solution can be that, the names of potential candidates be put in for a drew and whosever candidate name comes up they get the promotion. 
 
Evaluation of the proposed solutions.
The advantage of the solution one is that, it will give the rest of the staff satisfaction that it was conducted in a fair manner and there was no favouritism taking place. The disadvantage is that the external panel do not know the candidate over a long period of time and are not aware of their abilities and performance. They are only going by what they see on the paper which at time can be deceiving, this can result in making the wrong decision.
The advantage of solution two is that everyone is happy knowing individuals luck played a part in getting the job and no favouritism was present. The disadvantage to this solution can be that they end up choosing the less able candidate for the position and there may be no turning back.
I think the first solution would be ideal as it is a fair and transparent process that no favouritism is taking place. This solution takes care that no one is chosen because of their age or their attitude and behaviour towards their manager. The panels are also independent which gives other colleagues satisfaction of fairness of decision made. Managers are also encouraged to follow procedures and policies in this solution. Panels will have to look at individual’s potential, experiences and not just go by what the manager is portraying the individuals to be. Everyone is satisfied the right decision is made and there will be no need of turning back decision.

[bookmark: _Hlk7797869]Implementation plan for the proposed solution
In the future when school health team is recruiting they should follow the first solution. The organisation should choose panels of three to four people with the manager to evaluate the ideal candidate. The position or the vacancy should be advertised fairly before any evaluation for ideal candidate takes place to make sure favouritism is not taking place.

[bookmark: _Hlk7797990]Monitor and review of implementation plan
It is very important to monitor and review any decision made for further improvement and for future refences. To avoid question arising of favouritism taking place in the job promotion, it is important to keep record of the process taken for selection of candidate. This can be done by producing a simple document stating the panel present, managers involvement and how selection was done. To make sure the correct candidate has been selected for the job, a simple questionnaire can be carried out by the candidate to see how they are managing in the new position. To get a feedback from potential candidate to see if they felt there was any favouritism taking place in the selection or interview process, a questionnaire can be handed out. This questionnaire will have questions on the interview panels, the managers and the processes that took place and their thoughts and suggestions for future.  

Conclusion
Taking into consideration of all the steps of decision making process and  analysis process of the set problem of favouritism at workplace leading to promotion, it is very important to have effective management skills. One of the top skills organisations look for in a manager when recruiting is good decision making skills and problem solving skills. By having these skills in a manager the organisation can avoid high cost law suits and battle in the court room for issues relating to unfair conduct and favouritism in the work place. It is certainly just as important to have the correct policies and procedures in place, for staff and managers to follow to avoid issues of favouritism and unfair practices. Continues effort must also be made to make sure the policies and procedures are up to date on a regular bases and it is monitored followed with record keeping.    
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