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[bookmark: _Toc8266411]Introduction:
Clarks is one of the popular shoe manufacturing companies in UK. The organization must deal with various organizational problems. To overcome the problem effectively, it must use the decision-making process more effectively. Better decision-making process can ensure better solution of the problems. 
Decision making is a very important part of our lives, from simple solutions such as what we will do today, to what we can do to solve workplace problems that affect our work.
Effective problem solving requires more time and attention than the last. But far less time and attention than asking for a problem is not resolved properly. What is really needed is the desire to slow down. The problem is like turning off a highway. If you do it right, you will be in real condition for the next time. Take it too fast and maybe you are,not,in,the,right,condition,anymore.
Problems are the essence of what many people do every day at work, whether they have personnel or protective problems or are looking for new problems, the problems we face can be small, light or complicated and comfortable or difficult, and my role as a leader is to find ways to clarify them, so you can be sure that solving problems is a very important step in my success.
Workplaces are environments where different people can interact with different characters, styles of communication and worldviews. Therefore, we must find ways in which everyone can work in a relaxed environment
Problems are at the centre of what many people do at work each and every day, whether or not you are fixing a trouble for the staff or a patron or find out new problems to solve ,the issues that we can face can be giant or small, easy or complicated and convenient or difficult and my section as a managers role is finding methods to clear up them, so being an assured problem solver is a very necessary step in my success.  For identifying the problem and to try and find a problem-solving solution I will fallow the seven steps in problem solving and decision making.
1.identifing the problem
2.to understand everyone’s interest 
3.finding solutions(brainstorming)
4.evaluate the options
5.select an option
6.write every decision made
7.evaluation



[bookmark: _Toc8266412]Defining a complex problem in Clarks and assessing its impact and scope:
Problem is commonly described as a gap between desired state and current state. It is common to have problems in the organization. Sometimes, the problems has become a serious issue when it has become more complex to solve and started to influence organization negatively and widely. Clarks, one of the big organizations in UK has been working with business problems since its starting. 
Recently, the organization has pointed out a problem in the workplace, more specifically “employee job dissatisfaction”. Employees are now facing some troubles in their work place such as poor reward system, excessive pressure, higher autocracy etc. the problem is a complex one as organization success, performance and sustainability is greatly related to this. Employee dissatisfaction can cause various kinds of less for the organization. The scope of the problem is too wide. Recent performance of organization is not too satisfactory. The complexity of the problem is high as the problem is related to human rather than any process or others in organization. In order to get back employee previous performance and loyalty, removing dissatisfaction among them is the best solution. So, Clarks has to work on the factors which are responsible for causing the problem.
Scope of the problem:
The problem has a wide scope and the effect of it is on almost every sphere of organization. As employees are the most important element, their problems must have impact on other functions and areas of Clarks. Employee dissatisfaction is not only affecting the organization performance and productivity but also negatively affecting the profit, customer services etc. the scope of problem is determined by identifying the person, function which are affected by the problems as well as its width. The stated problem in the organization can affect various functional areas in the organization. The problem can interrupt the smooth business operations in the organization. Actually, the whole organization activities are affected by the problem. 
Impact of the problem: 
The problem impact is determined by identifying the ways of affecting organization. The impact of employee dissatisfaction on Clarks are given below:
· The performance level of employees has been decreased as employees are not satisfied with their jobs. Various obstacles faced by employees in their workplace has negatively influenced employee mind and their confidence.
· The loyalty and commitment towards organizational goals and objectives is decreasing. Employees feel less responsible and become less dedicated when organization is not able to meet employee requirements.
· The rate of employee turnover in the organization is increasing surprisingly. Dissatisfaction causes the employees to look for better options in other organization. 
· Customer services are also affected by the problem. Dissatisfied employees cannot provide better services to customers. So, customer switching to other brands is increasing because of low quality of customer services of Clarks. 
· The overall organization performance is also affected by the problems. It causes poor operation of business functions. Besides the attitudes of employees towards organization is also changed adversely. 
[bookmark: _Toc8266413]Analysis of the problem:
The problem determined in the previous section has been analyzed by the HR departments of Clarks. It has tried to find out information by using various analytical tools. The information gathered through the tools has been used to find out the causes of the problem. The analysis of the problem has been used to generate alternative solutions for the problem and choose the right one. Here is the use of brainstorming and fish bone to determine the causes of problem in the organization. The results are given below with the application of those tools:
Brainstorming: brainstorming is one kind of group discussion methods used to evaluate problems of organization. In this case, the tools are applied by HR department of Clarks. The managers of the organization have set a group discussion to find out the causes of the problem. They have analyzed the employee performance, their existing rights etc. brainstorming is the way of developing solutions for the problems. The HR managers have shared their ideas or opinions in the discussion and analyzed it. Through it, the causes of the problem are found out as organization inefficiency to manage people, improper performance measurement, etc. besides the impact of the problem has been also analyzed. Like the financial loss because of it is decrease of revenue and profit etc. 
Fishbone analysis:
Fishbone analysis is used to show the causes of a problem. There a two side whereas the left side is used to show the causes or reasons behind the problem and the right side is about the problem. By using the tool, Clarks has identified the causes of the problems. Here is some cause given here which result in the dissatisfaction among employees in the organization:
Autocracy: the management style used in the organization is autocratic. Employees have less scope for involving organizational decision-making process. So, employee participation is low, and employees don’t consider themselves as part of organization.
High work pressure: organization does not discuss with employees while setting any plan. Besides the organization is not effective to set work plan by analyzing the ability of employees. Sometimes employees must work more than their capability and has no option to share it with supervisors.
Poor reward system: the organization cannot evaluate the employee performance effectively. Many employees have complained about the slowness in promotion system. Besides, the organization has taken little initiatives for development of employee’s skills etc.
Wrong job division: employees have stated that many of them are not having their preference jobs. Organization is failed to give right job to the right people. Employees cannot utilize own skills and abilities at highest level as they have different job role than their requirement. 

[bookmark: _Toc8266414]Generate possible solutions for the problem:
While generating any solution, organization must find out possible options. Options must be chosen by maintaining some criteria. Like the options must be specific in nature. Those must be able to measure. The actions or solutions should be actionable and realistic. Besides the relevancy with problem is another important criterion. Working on various solution can pave the way of selecting the best one as organizations can analyze more and compare it with others. Here are some possible solutions of the problem suggested for the organization:
Restructuring job: one of the solutions for the problem can be restructuring job for the employee. Employee satisfaction can be increased by reassigning employees to their preferred job. Organization can assess the skill and knowledge of employee and assign employees to the job based on the assessment. Restructuring job is effective to remove monotony of employees and enables employees to utilize own skill and knowledge. When employee has the job related to his passion and skill, the employee tries to perform well then before. Besides it can change the negative attitudes of employees towards organization and management system.  So, assigning the right job to right people in the organization can give employee the opportunity to bring more job satisfaction. 
Increasing rewards and benefits: employee performance is greatly related to employee benefits and rewards. The successful organization always works on the employee needs and tries to bring changes in the reward system for satisfying those needs. The existing benefits in the organization is not up to mark. The career growth in the organization is slow. So, increasing promotion of employees based on performance is one of the ways of reducing employee dissatisfaction. Besides monetary benefits like bonus, share of profit, commission etc. must be increased. Because the monetary benefits can be the most effective way to satisfy employees. Clarks must also work on the improvement of non-monetary benefits. It needs to extend the career development programs. Working for the betterment of employee is a way of developing the lifestyle of them.
Increasing employee involvement: increasing employee participation in the organization decision making process, strategy setting etc. is another way of decreasing employee dissatisfaction. Keeping employees separated from the organization process cannot ensure employee highest performance. So, Clarks must consider the engagement of employees. Besides following autocratic leadership style cannot be the right way of engaging employees. So, the use of leadership approaches such as democratic leadership approach can enables employees to share their opinions, ideas etc. employee dissatisfaction has been occurred when employees are not treated well in their workplace. So, changing the leadership way can minimize the gap between the management and employees. Besides the employee performance is also developed. 
The above solutions can reduce employee dissatisfaction in the organization by creating positive attitude towards organizations. 
[bookmark: _Toc8266415]Evaluation of the possible solutions to choose right one:
Various tools are used in the organizations to take decisions regarding selection of best option or solution. The most used tool for selecting the most effective solutions from many options is cost benefit analysis. While selecting the option, several factors need to consider like cost, ease of operation, effect, the degree of effectiveness etc. emphasizing the cost effectiveness is not the only factor or criteria of a good solution. Sometimes organization has to take some actions which cost are less effective but more fruitful. While using the cost benefit system in the selection of option, Clarks must consider the scope and impact of it. 
Here is the cost benefit analysis of the selected solutions for the problem:
Solution -1: the solution has some benefits such as:
· Organization can be able to fit the right employee in the right place
·  The complexity in the regular activities and problems with different job can be minimized
· The commitment and loyalty of employees toward organization will be increased 
· Employee will have more opportunities to use the skill and ability as they will have their skill related job
· The efficiency and performance of employees will be maximized.
· Organization does not take many training programs to introduce employee with new works.
The solution has some weakness such as:
· The process is quite lengthy and complex as the whole departments needs to be reshaped.
· The impact of it is not long lasting. The changes in the employee because of this is temporary. 
· Changing job position can create complexity in the group work.
Changing employee job position is a least costly method, organization has no to take any orientation program for employees as employees have already idea about the job. 
Solution-2: the second possible solution which is increasing reward and benefits for employees has some definite advantages and drawbacks in the organization. The method has some major cost issues such as:
· It is the costly method among the three options as it includes the increase of monetary benefits in the organization.
· The operational and administrative cost of the organization will be increased
· The increase of employee benefits and monetary rewards will force organization to create various provisionary system for employees.
Here are some advantages of the solution in the organization:
· The impact of it is the long lasting and employees always want the monetary rewards than anything in the organization
· The introduction and increase of various monetary benefits like promotion, pension, bonus etc. will motivate employees greatly.
· Employee performance as well as commitment to organization will be increased among employees
· The increase of such benefits and rewards will cause the decrease of turnover rate as employees get better rights and benefits in their present organization.
· Ultimately, employees will be more responsible to achieve organizational goals as organization cares about their needs and demands.
Implementing the solution has some major barriers such as:
· The cost will be increased in the organization
· The sudden increase of cost and expenses can badly impact the solvency of organization.
Solution-3 the last solution has some advantages and disadvantages in the organization such as:
· employee involvement can create more positive attitude among employees 
· Employee dedication to the implementation of the decisions will be increased as employees are also participating in the process. 
· The relationship between employee and management will be developed
The drawbacks are:
· Changing leadership style cannot be accepted by top level managers
· The time length of decision-making process will be increased as many people are now working on it
The solution is also cost effective as organization has not to take any monetary action for it. 
By analyzing the three solutions and considering their cost, benefits and drawbacks, the best solution is the second one which is increasing rewards and benefits. Though the other two option needs less cost, the impact of the solution is temporary. The second option can be the sustainable solution of the problem. Giving employees more monetary benefits is the most effective way to increase employee satisfaction in the organization than anything. So, the second solution is the best option for solving the problem.
[bookmark: _Toc8266416]Development of action plan:
[bookmark: _GoBack]In order to implement the new solution or action, Clarks must make an action plan. Action plan is the formulation of plans which consists of selecting the right actions, selecting the right person for the operating the plan and select the timeframe for those actions.
Here is the action plan for the organization:
· The first action is determining the individual needs, it will be done by survey with questionnaire. The employee will be asked to some questions about the job satisfaction and his expectations. The task will be done by HR department. The selected time period for the action is three weeks.
· After the survey, organization will accumulate all the answers, then it will decide the most demanded action or reward system. The persons who will take those interviews will select the option which will be required by majority. It will take one weeks.
· HR department will discuss it with the top-level manager. Like in case of promotion, organization will select the criteria for it. Then it will analyze employee performance and select the persons who truly deserve this.
· Then Clarks will promote the selected employees. The action will be taken after the discussion. It will take one weeks to promote employees in the upper position.
· After a certain period like one month, the HR will assess the performance to know the effectiveness of it.
· Then it will evaluate the result with the set outcomes. Like there is a development of employee performance or not. Besides, the employee satisfaction level will be measured by evaluating his performance.
[bookmark: _Toc8266417]Communication of the plan to the stakeholders:
The stakeholders of the plan are basically employees. The organization has to communicate the plan to the employees. As the plan is taken for them, it is right to inform about it. 
The plan can be communicated in various ways. Like organization will take promotion plan. The communication methods can be for the purpose:
· Arranging a formal meeting to inform employees about the upcoming promotion opportunities
· Giving mails to the employees about the action individually
· Giving employees the possible date for the implementation of the plan
[bookmark: _Toc8266418]Monitoring the successfulness of the plan:
Here are some actions for monitoring the successfulness of the plan:
· Using various performance evaluation techniques to evaluate performance after and before implementation of the plan
· Evaluating the outcomes of the plan with the set outcome 
· Evaluating employee participation in the organization
· Assessing the impact of the plan and justifying the operation of the plan to determine whereas it is working or not.

[bookmark: _Toc8266419]Conclusion:
Organization must face many problems in the regular activities. It is common for every organization, the organization which can solve the problem more effectively can ensure better success. 

[bookmark: _Toc8266420]References:
Bolden, R., (2016). Leadership, management and organisational development. In Gower handbook of leadership and management development (pp. 143-158). Routledge.
Buckingham, M. and Goodall, A., (2015). Reinventing performance management. Harvard Business Review, 93(4), pp.40-50.
Cohen, D.J., (2015). HR past, present and future: A call for consistent practices and a focus on competencies. Human Resource Management Review, 25(2), pp.205-215.
Cottrell, S., (2015). Skills for success: Personal development and employability. Macmillan International Higher Education.
Kochan, T. and Schmalensee, R. (2003). Management. Cambridge, Mass: MIT Press.
           Tim, H. (2018). Seven Steps for Effective Problem Solving in the Workplace.         Available at: https://www.mediate.com/articles/thicks.cfm.   (Accessed:06 may 2019)


image1.png




image2.png




