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When it comes to ‘’Problem Solving and Decision Making’’ we should know that having a great knowledge about this skill is perhaps one of the most important aptitudes a Manager or Supervisor should carry with him or she. This ability can help us big time, to find a solution to an issue in our workplace. Without a good management of this aptitudes, issues can escalate to a higher level if we are not prepared to make the right decision.

On this Academic Report we will analyse a case of ‘’Employee Dissatisfaction’’ on ‘’Planet’’ a Supermarket that is facing several turnovers and a general unwellness in the team. Planet is a successful company in between the organic markets around London, with more than 20 years with their doors open to the public but lately employees are not feeling content in the business, presenting many issues throughout the enterprise having a big impact on sales and a negative customer service experience which is something that is a big concern because Planet is always focused on… ‘’the good environment in the company, for the customers and for each employee in it’’. 

On this study I am going to analyse what is causing this problem, which factors are provoking this dissatisfaction and through different techniques such as, SWOT analysis, PESTLE analysis, Decision-making Matrix, Fishbone, etcetera, I will eventually find the best solution for the company and the stakeholders involved.
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Employee dissatisfaction is perhaps one of the most common causes of companies’ failure nowadays. This can be caused for infinite factors in and out of the enterprise.
Employee Dissatisfaction happens when our team is not happy with their job.
Reasons can be: bad or poor management, work-life balance, poor opportunities to grow in their career and many more. 
The reasons behind this issue could lie on, underpayment, unsupportive superiors, limited career growth, poor management, etcetera. 
Planet is a very nice place to work. This supermarket has been in London for more than 15 years always having the best customer service and the greatest work environment. Pay was always in accordance with the London wage and in general a good opportunity for those who desires a chance to grow in a company but for some reasons lately there has been many turnovers, arguments, unpunctuality, and tasks undone, between others. 
This is fundamentally impacting on our customers, as these issues are causing situations of bad customer service, stressed environment, disorganized store, and eventually in a future this can cause poor sales for the company as customers will choose another place to shop, which can lead the company to unwanted redundancies, or closing the branch in question.
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On this case I have conducted a series of meetings with the team at ‘’Planet’’ to collect the data needed to study the complex problem at the company and future impacts. 
Kalina Matharoo was one of the team members who spoke with me giving me a list of issues that the team is been suffering.
Thanks to these data I could ingroup the possible root causes for this case.
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Following the data collected from the interviews I had with the stakeholders of the company I am creating this FISHBONE that follows, to investigate the possible causes to this complex problem containing possible root causes. 

EMPLOYEE
DISSATISFACTION


EMPLOYEES
MANAGEMENT




· UNDERPAID
· NOT ENOUGH EMPLOYEES
· TOO MANY TASKS 
· STRESSED TEAM*
· DISSORGANIZATION
· POOR COMMUNICATION
· BAD MANAGEMENT* 
· NO FEEDBACK








· POOR OR NO INCENTIVES
· TEAM CONFLICTS
· NO FELXIBILITY
· NO TIME FOR BREAKS

· OLD/BROKEN/BAD CONDITION






MOTIVATION
EQUIPMENT





On this diagram we can appreciate all the reasons why employees are unsatisfied at ‘’Planet’’. Without a proper investigation and conversation with the team involved we will never be able to find this causes and by consequence we will not be able to find a solution. So, this process is paramount. 
Team members exposed that the company is suffering of poor management because the managers give poor or inexistent feedback to employees, there is no communication between them which can cause uncomfortableness in the team. They also think due to the amount of work they must execute during the day they are not being paid enough which is causing a lot of stress. 
After assessing the situation, I have found 2 root causes for this complex problem:
UNTRAINED MANAGEMENT – STRESS FOR WORK OVERLOAD
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A combination of SWOT & PESTLE analysis was done on this case to facilitate an understanding of the business environment, and its overlook. PESTLE is helpful to understand the whole situation and how changes may affect our organization while combined with SWOT help us to recognize the opportunities, strengths, or weaknesses our company is or can be facing in a future.



SWOT analysis


	Strengths

· Best seller in organic food and products
· Respectful with the environment
· Strong venue in the retail sector with more than 20 years of experience
· Work stability 
	Weaknesses

· General disorganization due to poor management training
· Inexperienced management team
· Poor or no communication from head to the team
· Lack of motivation for employees
· Low salaries compared to competitors  


	Opportunities

· Organic stores growing nowadays
· Today more customers look for a better lifestyle 
· 
	Threats

· Other supermarkets competitors
· Inflation 
· Brexit
· Economic Crisis 
· Political Crisis 
















PESTLE analysis


	P
	E
	S
	T
	L
	E

	POLITICAL
	ECONOMICAL
	SOCIAL
	TECHNOLOGICAL
	LEGAL
	ENVIRONMENTAL

	· Government instability 
· Brexit
· War affecting relations with supply countries 
	· Recovering from covid situation
· Not the best economic situation in the UK now 
· Customers spending less than usual
	· Many competitors offering organic options
· More advertising in social media
· 
	· The way customers make purchases changed 
· 
	· Changes in legislation
	· Consciousness with the environment 
· More Fight against wastage 
· 





Study period
This study was conducted between September 2022 and October 2022.
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Moving forward on this case, and after evaluating the situation through all the investigation and meetings I had with the team, I want to present here 3 possible solutions for the complex situation.
Being “Poor Management’’ and “Stressed team workers for work overload” the root causes for “Employee Dissatisfaction” I want to propose 3 different solution and evaluate them applying a Decision-Making Matrix, to find which of these 3 is the best option to solve the complex problem presented at “Planet”.
 
Solution 1: ‘’Pay rise for employees to incentivise and motivate them’’

Solution 2: “Better Training for Management Team to make Employees feel more confident thought the day so we can assure a great supervision of tasks, good delegation, proper feedbacks and organization in general in our workplace”

Solution 3: ‘’Hiring more Employees to delegate and decompress the Team from work overload’’

	
	WEIGHT
	SOLUTION1
	SOLUTION2
	SOLUTION3

	COST
	3
	4x3=12
	4x3=12
	5x3=15

	TIME
	2
	2x2=4
	4x2=8
	1x2=2

	BAD MANAGEMENT
	5
	4x5=20
	5x5=25
	5x3=15

	STRESSED TEAM
	5
	5x5=25
	5x5=25
	5x5=25



RESULTS:57
70
61






As we can see on this Matrix, the solution 2 “Training the Management Team” on this case is the best option we can choose for the situation. 
The Matrix helps us making a calculus about our 3 possible solution and each relevant points multiplied by the weight each factor (root causes) has. A great tool to find out which solution is most suitable to be executed.
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Once the solution is identified I am implementing a Management Tool to help me with the application of this changes. With the help of a Gantt Chart, I will show my strategy execution.



[image: ]


With this project management instrument, we list in the chart the tasks that must be completed, and the time planned for the work we are doing in the company. This graphic provides an illustration of my schedule so I can easily coordinate the tasks in my project.

My 2 Milestones are: 

	First to start training our Management team as soon as all the investigation finishes. Which in this case is in week 3.
	The second one is to finish the process and conduct an adequate supervision with the Employees and the Management team to assess them and make sure the changes are being done properly and that they are keeping these changes in a future.
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A stakeholder can be just anyone affected in a situation, especially in this business for example, stakeholders are from the very bottom of the list, team members going through customers, seniors, and the CEO of the company.
The stakeholder analysis is crucial in our case because we can identify who are they and how essential are for our company. Making this diagram can help us also to prioritize the stakeholders in “Planet”, and which are the key stakeholders in this scenario.




· Influence of Stakeholder   +

	Content stakeholders

· Team Members
· Team Leaders
	Key players/stakeholders

· Managers
· Seniors
· Directors

	Less Priority
· Suppliers
· Government 
· Customers
· Investors
	Keep Informed

· CEO
· Boss



·              Interest of Stakeholder                              +









STAKEHOLDERS COMMUNICATION PLAN




	STAKEHOLDER
	POWER
/INTEREST
	KEY INTEREST & ISSUES
	COMMUNICATION
VEHICULE
	FREQUENCY
	COMMENTS

	CEO
	HIGER INTEREST
	WELLBEING OF THE COMPANY
	E-MAILS
	EVERY 4 WEEKS
	-

	DIRECTORS
	BIG INFLUENCE
IN THE COMPANY
	PROMOTE SUCCESS OF THE COMPANY
	MEETINGS/E-MAILS
	EVERY 2 WEEKS
	-

	MANAGERS
	KEY PLAYER
	ASSURE GOOD ORGANIZATION
IN THE VENUE
	MEETINGS
	EVERY WEEK
	-

	TEAM MEMBERS
	HIGH INFLUENCE IN THE COMPANY
	CONTRIBUTING TO COMPANY OBJECTIVES
	MEETINGS
	EVERY 2 WEEKS
	-

	INVESTORS
	LESS POWER IN THE COMPANY
	MAKING PROFIT
	-
	-
	-




This stakeholder communication plan is the strategy I am using to communicate and connect in a better way with all the stakeholders of the company, to assess the feedback they need regarding the project implementation in the establishment.
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Finally, after the implementation of changes in the company we have to make sure that all changes are being successfully represented by the involved stakeholders. 
Using the ADKAR model, I will review the situation and the achievement of the milestones.
The ADKAR model is an instrument of management used to precise the implementation of changes. The tool contains 5-step to follow and so implement one by one for a successful result in our decisions regarding changes in the company.



	AWARENESS
	DESIRE
	KNOWLEDGE
	ABILITY
	REINFORCEMENT

	The first step with ADKAR is to make our stakeholders aware of the issues our company is facing, what are the changes we are implementing and how.
Meetings are imperative on this step.
	Even if our Employees understand the issue they should feel the desire for change, so is important to incentive them to make them want to be part of changes.
	Knowledge is paramount when we want to change something, especially in this situation, our Management Team they have to be trained and coached to achieve these changes.
	Even though Knowledge is important, our team should be able to apply this information so helping the employees acquire these changes is paramount.
	Anchor the changes in the organization. Most companies once they implement changes, they move on and leave the issues behind, but for a proper anchoring of changes we must supervise the company and stakeholders every now and then to make sure all keeps working rightly. 
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Throughout this report I worked implementing the tools and skills I have acquired on the Module “Problem Solving & Decision Making”. From fishbone to the implementation of ADKAR model each tool was very useful to solve the problem on this company and make the right decision for this complex issue the enterprise was facing.
Each instrument developed on this Academic Report was of great support to identify the complex problem, its impacts, the root causes, which are the stakeholders involved and what is the appropriate solution for this case. Thanks to all these skills, I have solved the issue for “Planet” hoping in future supervisions find this implemented changes anchored in the company.
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TASK 1 

Power Point Presentation 
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- Employees dissatisfaction, causing dissertations, general
unwellness, internal issues, tasks undone, misconducts,

lateness, stressed team members.

- Because of this issues customers are dropping which causes

several money loss for the company.









NATURE OF THE

COMPLEX PROBLEM

•

Employees dissatisfaction, causing dissertations, general

unwellness, internal issues, tasks undone, misconducts,

lateness, stressed team members.

•

Because of this issues customers are dropping which causes

several money loss for the company.
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CAUSE-AND- EFFECT ANALYSIS

•

Conduct a research-informed cause-and-effect analysis of the complex 

problemusing a Fishbone diagram

Employees 

dissatisfaction

MANAGEMENT

_

EQUIPMENT

__

MOTIVATION

EMPLOYEES

• * Underpaid

• * Not enough 

employees

• * Too many 

tasks

• Disorganization

• Poor communication

• Bad management

• No feedback

• Poor or no 

incentives

• Team conflicts

• No flexibility

• No breaks

• Overload

• Insufficient

• Old/Broken/Bad 

condition

• Faulty
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“On this step, 3 alternatives are given to find the best
option and solve the problem for the company”

- Payment raise
- Hiring more employees

- Improve management skills









ALTERNATIVE SOLUTIONS

•

Payment raise

•

Hiring more employees

•

Improve management skills

‘’On this step, 3 alternatives are given to find the best 

option and solve the problem for the company’’
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EVALUATION OF ALTERNATIVE SOLUTIONS
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implement the
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We must make sure that
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different job

Compensations









IMPLEMENTATION PLAN

ADKAR MODEL
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WEEK 1 0CT 10 |WEEK2 OCT 17 |WEEK3 OCT 24 |WEEK4OCT 31 |WEEK5NOV7 |WEEK6NOV 14 |WEEK7NOV21 |WEEK8NOV28 |(WEEK 12 DEC22
TASKS
Meeting with seniors
Meeting with Team members
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