PROBLEM SOLVING AND DECISION MAKING: CONFLICT OF SCHEDULES AFTER RETURNING FROM MATERNITY
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INTRODUCTION
In my Assignment I will be writing a report on a real-life work- based problem, where I will apply problem solving tools and techniques. I will identify 2 proposed solutions based on the problem. I will evaluate the proposed solutions and discuss which proposal may be better to implement.
The problem that I will be discussing in my report is Conflict of Schedules after returning from Maternity for women who are in Management roles. Working Mothers face various difficulties in terms of making decisions before going back to work, these could be childcare arrangements and flexibility of their partners. They need flexibility in work hours and shifts especially when they are part of the management team. Their hours and shifts depend on their partners flexibility and sometimes vice versa, therefore working longer hours and unplanned shifts is not suitable.
[bookmark: _GoBack]Corporate culture does not allow talented working mothers to return to work whilst managing domestic responsibilities. This directly influences the progression or even the retention of senior positions for these talents (Baggallay, 2011). Due to not balancing both a professional career and motherly duties, mothers tend to choose to leave work as they do not get support or flexibility from the business (Scarr et al, 1989). 
BACKGROUND INFORMATION OF ORGANISATION
Sainsbury’s is a well-known Supermarket for its great quality food, the company has been trading for more than 150 years and is still highly recommended for the service provided by the staff of the business. Sainsburys has a reputable HR policy in place for its consumers, as well as colleagues within the business. Over the years the policies have gradually steeped down, as the company has faced major structure changes within the business; which has cost a massive drop in Management roles. 
MY EXPERIENCE WITH SAINSBURYS 
Having worked in Sainsburys for 10 years I gained so much success in my career and felt content with my progression and position within the business.
I progressed my career from a colleague to a Deputy Manager, therefore I was aware of all the business policies and structures while I was developing my role into the leadership team. I was accountable for all the actions within the store therefore ensuring the store is trading legally always meant I was on call even when I was not in the business.  
After returning from maternity I came back to a structure change in the business, stores had Deputy Managers as the authorized person in charge. I requested to come back part time and requested to have fixed hours for the specific days I work. My request for part time was accepted however I was expected to be fully flexible within the 3 days I was working. I didn’t have a confirmed schedule so first few weeks I was working evening shifts (3pm-11pm), as well as mornings (7am-3pm), as the store did not have enough cover for management.

COMPLEX PROBLEM IN THE WORKPLACE
A problem is a situation that is affecting you, finding a solution to overcome and deal with the matter is important. It is essential to be very clear about what the problem really is, going forward without analyzing the actual problem will lead to the individual finding the wrong solution and making the wrong decision (Wilson et al, 2003). It is vital that every problem has an appropriate solution to resolve the matter. Problem Solving is bridging the gap between the way things are and the way things ought to be (Van Aken and Berends, 2018). 
There are various complex problems that employees/ employers face in the workplace, these problems may have an impact in the business if they are not dealt with in the appropriate manner. Some of these problems are the following these include the problem I faced in the workplace:
· Racial Abuse: individuals may face problems due to the colour of their skin, or their ethnic background. 
· Gender Abuse: Individuals may face problems in the workplace due to their gender i.e a female may not progress into the higher scale of the business where it is male dominated.
· Miscommunication:  Colleagues not forwarding each other the correct information for which there may be a problem which may affect the business later.
· Conflict of Schedule after returning from Maternity: Mothers returning from maternity face problems with their schedules, as they are required to be flexible for their shifts especially when they are in management roles and find it a struggle to balance both work and personal life. Going forward this creates a problem in their performance level at work and their commitment for their chores and family at home. According to Voydanoff (1988), Alleged control over work life situation protects some relationships between work role characteristics and work/family conflict however according to Beutell (2010), results do suggest that solutions like increased schedule flexibility for all workers may not be effective in reducing work-family conflict or increasing work-family interaction. 
In order to resolve a problem, it is important to ensure the right solution is put forward and the best decision is made that will help both the business and the individual. To make the best decision it is vital to use decision making tools and techniques.
DECISION- MAKING TOOLS AND TECHNIQUES
Decision making is the selection of the best option from a choice of 2 or more solutions (Beach, 1993). Decision making tools and techniques are used to gain the best verdict from any problem. Below are a range of Decision-Making Tools, which have been listed:
1. SWOT Analysis: The SWOT (Strength, Weakness, Opportunities and Threat) structure is projected as a critical tool, that is used to sort environmental factors both internal and external. I will conduct a SWOT analysis later in the assignment, to identify the strength and weaknesses to my proposed problem and see what solutions may be available from the analysis, and how I can implement those solutions to my problem.
2. PMI (Plus, Minus, Interesting): PMI decision making tool is a brainstorming and Critical thinking tool that is used to encourage the examination of ideas, concepts and experience from more than one perspective. 
This decision-making technique will help brainstorm ideas, make decisions quickly by analyzing the pros and cons of the problem, identify strengths and weaknesses to improve issues going ahead in the future and will allow to reflect upon the matter properly. Below is an image of what a PMI graph looks like in illustration.
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Figure 1: PMI (Plus, Minus, Interesting) Graph (Illustrated by Author)
3. PESTLE ANALYSIS: Pestle analysis is a useful tool for understanding the bigger picture of an environment within an organization, where you are operating and what opportunities and threats lie within the organization. PESTLE is short for the following: Political, Economic, Social, Technological, Legal, Environmental. This decision-making tool gives an overview of the whole environment from different angles of the problem and other plans. 
ANALYSIS OF WORKPLACE PROBLEM
In order to get to the root cause of my problem it is essential to carry out a fishbone analysis, where I will acquire results that will lead to reaching effective outcomes for conflicts of schedules after returning from maternity. 
FISHBONE ANALYSIS:
The fishbone analysis is considered as one of the most basic quality techniques. It identifies possible causes for any effects/problems and helps sort out issues in its possible categories. According to Desai et al (2015), the fishbone analysis helps identify those areas that need most attention; so that the resources can focus on root causes and specific responsibilities of the organization. This focus along with the additional detailed action plan will help managers form proposals to address potential or actual problems.
I have completed a fishbone diagram below, where I have outlined the causes that I face in my problem at the workplace and the effects that these causes are creating for me.
[image: ]
Figure 2: Fishbone Diagram (Completed by Author)
It is evident that the fishbone analysis has helped me to identify the areas that need most of my attention; so that I can focus on root causes and specific responsibilities of the organization. This focus along with the additional detailed action plan will help me form my proposals (Desai et al, 2015). The causes I have outlined are:
· Managers Rota Requires Flexibility: The effects of this cause are the following: 
· Managers having to be on call even on days off, just in case cover is required if colleagues are off sick for opening and closing of store.
· Having mixed shifts in a week, where one day I was closing at 11pm and the following day opening at 6am. This was making it difficult to spend quality time with the family and more importantly bond with my baby.  

· Less Employees: 
· Colleagues off sick: Colleagues were doing more jobs on their list to complete on a normal working day when other colleagues were off sick.
· Managers having to cover Shifts: I was running double shifts when a trained colleague or supervisor would be off sick, there were limited management staff.
· Out of hours call out for Alarms going off in store: I was the designated premises license holder of the store; I was accountable for store legal actions. This cause had the following effects:
· No fixed Schedule of alarm going off: I was having to go into store when security alarms will go off, due to refrigerator temperature going below normal temp or security doors not being closed properly. I was first point of contact when the alarm goes off and I would have to respond and clear the alarm within an hour of the alarm going off. 

SWOT ANALYSIS TABLE:
I will conduct a SWOT analysis to identify the strength and weaknesses to my proposed problem and see what solutions may be available, this will enable me to see how I can implement my SWOT solutions to my problem.
 
	STRENGTH

1. COMMITMENT TO WORK: My role as a manager ensured me to always be ready to take on the relevant job.





	WEAKNESS

1. NOT SPENDING QUALITY TIME WITH FAMILY: Having to work different shifts was not allowing me to spend time with my family.

	OPPORTUNITY

1. ALL MANAGEMENT TEAM TO BE HELD ACCOUNTABLE FOR SECURITY ALARM SYSTEM: All should also have access to the alarm panel, in case Store and Deputy managers are not available to respond to alarm.






	THREATS

1. WORKING DOUBLE SHIFTS WHEN SUPERVISORS ARE OFF SICK OR ON HOLIDAY: Working extra hours was putting my home commitments under threat, as I was spending most times at work instead of home.



According to Kelly et al (2011), earlier researches have not been able to evaluate whether workplace policies succeed in reducing work -family conflict, or increase work-family fit however according to Lee Siew Kim and Seow Ling (2001), many working mothers face role struggles and have to take on multiple roles in the family in addition to their career. This is household responsibility, childcare and home chores. From the discussions and findings from their research it was outlined that there is a need for spouse support, flexible work schedule in order to improve work-family conflict. Similarly, I faced additional multiple roles, as a working mother and struggled with balancing both work and personal commitments even though I had the support from my spouse. Flexible working schedule was required in order to do the best in all my roles. 
Having investigated all the information from the fishbone analysis and SWOT analysis, I will go ahead and propose the following solutions to my problem: Conflicts of Schedules after returning from maternity:
1. PROPOSAL A: FIXED WORKING SCHEDULE
The first proposal I will be suggesting is having a fixed working schedule for managers. According to Zapf and Weber (2017), employees can flexibly coordinate their working hours and benefit from certain arrangements such as working from home etc. Flexible working boosts morale and will increase productivity, which will benefit the company.
            Advantages of having fixed working schedule:
· Having more control over time schedule and working environment.
· Boost self-morale and boost Team energy.
· Enhances organization as a family friendly place to work. 
· Flexibility to spend more time with family.

Disadvantages of flexible working schedule:

· Working from home option is not available for managers working in stores.
· Some colleagues may not work efficiently without supervision.
· Working specific days and hours would mean you may not be available for certain conference calls and important meetings.
Flexible working works well for working mothers or those with other commitments outside of work. 
2. PROPOSAL B: ROTATING SHIFT SCHEDULE
The 2nd proposal I will be suggesting for working mothers is having Rotating shift schedules (work only mornings one week and then do evening following week). This will help mothers to plan a week before knowing what their Rota will be for each week, in comparison to having mixed shifts in a week where 2 days you do morning shifts and 3 days do evening shifts. According to Iskra-Golec et al (2017), working the same shifts in a row (fast rotating shift system) have been found less disruptive compared to afternoon and night shifts (slow rotating shift system). A higher level of work-family facilitation and a more constructive style of communication were found among those workers of faster rotating shift system than the slower rotating shift system which indicates that faster rotating systems are more friendly for work and family fields.
Advantages of Rotating Shift Schedules: 
·  Rotating shift gives you regular days off different days of the week, so you can make plans for specific events if they are only on specific days. 
· Supermarkets have power hour and lunch rush where the store is busy during specific times of the day, having rotating shifts would mean employees get a flavor of what each shift consists of during different time of the day.
· Keeps employees engaged in their shifts when they are trying different shifts and learning different subjects in oppose to doing the same shifts each week and doing the same job every shift.
· Easier to train staff if rotating shifts are available: during the less busy times employees can come to receive any trainings required for safe working etc.
Disadvantages of Rotating Shift Schedules:
· Some employees might find fixed schedules are easier and simpler to plan their daily routines around as they may get confused with which shift, they are on when they are on the rotating shift.
· Rotating shifts may have a physical effect on employee health, as some colleagues’ body get use to waking early in the morning and working those hours and then having to change the routine the following week for a different shift may have an impact on them.

EVALUATION OF WORKPLACE PROBLEM
In order to achieve the best solution for conflicts of schedule in the workplace, it is essential to look deep into both proposals and see which solution is more reliable and will give fair results for working mothers in higher positions, who are returning from maternity. According to Putnam et al (2014), research findings reveal tensions in the way that employees, manager and organizations develop and respond to flexibility initiatives. To develop alternatives to these tensions reframe them through customizing work and making workplace flexibility an employee right. 
Proposal A is more reliable in oppose to Proposal B, as mothers can have a fixed routine and plan their essentials accordingly around their work and family commitments. According to Proposal B mothers must keep on top of their weekly schedule and make their plans in relation to their shifts each week, which may be a struggle at some point if you forget your working pattern.
Proposal B is more convenient for mothers who like to explore different styles of working and therefore have rotating shifts on a 2-weekly schedule. This helps boost employee morale, as they are more engaged and learn different skills each shift. This also helps boost team spirit in a fast-paced environment as oppose to Proposal A, where mothers are fixed on the same shift and it becomes a routine of tasks every shift where you are doing the same process and getting the same job done.
IMPLEMENTATION & COMMUNICATION PLAN OF PROPOSED SOLUTION
In a fast-paced supermarket it is important to ensure that the management team are onboard and aware of team roles to make sure all the jobs are completed quickly and efficiently. Implementing the right solution can influence the result for the day, therefore it is essential that the correct plan is put in place to achieve the right results from the manager. Implementation process can be greatly facilitated by addressing a variety of critical success factors. (Pintu et al, 1990).
IMPLEMENTATION PLAN:
In order to implement Proposal A (Fixed Hour Schedule) in the supermarket, the following should be taken into consideration for working mothers who are in Management roles:
· Mothers should have a pre-return meeting with the line manager, before taking any hand over for their given store. 
· In this meeting mothers are required to discuss their flexibility and request a fixed hour schedule. 
· Line manager should take the requests on board and forward over to HR manager who will help to find a store that best suits the mother’s requirements instead of putting the colleague in a store that doesn’t fit their request.  
· Line manager will then have a follow up 4,8 and 12 weekly review with the manager to see how they are getting on and if there is any problem.
In order to implement Proposal B (Rotating Shift Schedule) in the workplace, mothers are required to:
· Contact their HR manager 12 weeks prior to their returning date
· Complete a rotating shift schedule form, where they will outline all their availability and outline any difficulties in doing certain roles due to their health etc.
· Choose options that best suit their commitments outside of work and be given help with childcare requirements if needed.
· Discuss all relevant points and information regarding their return to work and the roles specified once they return
· Attend a follow up meeting with HR manager to see what stores are available for their requests on rotating shift and prepare to return after 4 weeks. 
COMMUNICATION PLAN:
All Employees of a workplace are required to receive communication on their rights and regulation for their role within the business. Managers who are on career breaks or maternity leave should also be updated with changes affecting the business. I was not aware of any structure change that took place in the organization I worked for and that had a real impact to my performance on my return to the role, therefore from that experience I am proposing the following plans of communication for both proposals A (Fixed hour schedule) and B (Rotating Shift Schedule) for the stakeholders:
· All colleagues on career leave or maternity leave to receive monthly update of business overall and monthly store KPI results of their designated store, this will always help them keep informed.
· Working mothers to be contacted by the line manager and HR manager prior to return and arrange a meeting to go through changes in roles and store etc.
· Stores to be informed of new Manager joining the business before they join the store.
· Managers to have a meet and greet with the team a week before they join.
· Managers to have a review meeting 4,8 and 12 weeks after returning to ensure their performance is on track.
REVIEW AND MONITORING PLAN:
It is extremely important to have a review and monitoring plan in place in order to keep on top of colleague performance and progression. I have conducted a review and monitoring plan for my proposed solutions to see if they are working in store or not.
	PROPOSALS
	REVIEW PLAN
	MONITORING PLAN

	Fixed Hour Schedule
	- 4 weekly review: line manager to discuss shift pattern and observe manager performance after return from maternity.
- Carry on reviewing every 4 weeks to see if performance is going up or support is required.  
	-Manager to sign off all actions from their shift and update any problem daily.
- Line Manager to visit store and sign off weekly monitoring section in safe and legal diary.

	Rotating Shift Schedule
	-Manager meeting to be held every fortnight. Management to discuss their shifts 2 weeks in advance.
-Productivity Review to be done fortnightly to see if manager requires additional support.
	-Line manager to monitor performance of manager and give feedback on last 2 weeks performance every fortnight after rotating last shift.

	Is it working or not
	Review Plan has been working for both
	Not always completed on time for rotating shift and completed on time for fixed schedule.






CONCLUSION
After reviewing all the points, I conclude that all working mothers who are in management have different ways of working and have different commitments. Conflicts of scheduling may be a problem for most working mothers however, Proposal A may be effective for some mothers who prefer a reliable schedule as oppose to Proposal B, which may be convenient for others. It all depends on the structure of the organization and how flexible employees can be, that will determine which solution will work best for them. 
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