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[bookmark: _Toc532298078]1.0 Introduction

It is rare now-a-days to find an organization where problem doesn’t exists. Like a part of the organization, problem exists in the workplace. In addition to that, workplace problem can be accumulated and at one point it will burst like a balloon if nothing is done to avoid this. This is essence of this assignment and this workplace problem will be analyzed in this assignment. This assignment will be carried out by keeping four main important sections and each of this section has different content regarding the workplace problem. One section of this assignment will be dedicated to show the workplace problem and its impact where workplace problem, analysis and complex workplace problem will be reviewed or analyzed. Next important section is all about the workplace problem itself where this problem will be analyzed both internally and externally. The tool that will help to analyze this is the PESTLE analysis and SWOT analysis. Finally alternative solution to that problem will be shown along with the plan for implementation. 
[bookmark: _Toc532298079]2.0 Workplace Problem and its Impact

To know the workplace problem and its impact, it is important to know what workplace problem refers. According to Knippen (2007), workplace problem is nothing but factors that constraints the performance of the organization. This factor can be from the side of management, can be from the side of administration, and can be from the side of side of employees. In short, any kind of problem or problems that prevents organization to reach into the level of high efficiency can be referred to as workplace problem (Maund, 2017). It is the workplace problems that are responsible for creating chaos and other negativity in the organization. So many types of workplace problem exist currently in the organization but the existence of workplace place is like a threat to any kind of organization. For example, company or any other organization wants to start a new projects but it has been found out that there are conflict among the employees regarding the leader of the problem. Despite having all the resources the chances of failing this project is close to 100 percent. The reason is simple as this is a workplace problem and as long as it exits the efficiency won’t be there and gradually will lead to the road to the failure. 
The conflict among the employees regarding the leadership of the project is a critical one and every time this problem will create conflict. Suppose when the work guidelines or maps will give to the individual workers some employee might oppose this idea. Without effective leadership and not being able to choose a leader is a workplace problem. Instead of resolving this, if this problem continued then it will impede the performance of the employees. Ultimately this will lead to the failure of the organization as it will be in the loss track. 
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From the above discussions it is clear that, workplace problem is a serious problem exists in the organization. That is why, it is important to recognize, define and analyzing of working problem along with the investigations. 
	First, there comes recognition which is the crucial steps regarding the workplace problems. Workplace problems are many but which workplace problems affects the organization needs to be recognized. Simply, without the recognition or identification, any organization dealing with the workplace problems will be in the darkness. It is known to everyone that to solve any problem knowing of that problem is required. Similarly to solve the workplace problem organization first need to know what the problem is actually is. All this things basically indicating to one point and it is nature of the problem. It’s like universal truth that when there is workplace problem, it hits the organizations productivity. To me more precise, recognition of workplace problem is much needed considering the fact that delaying it will affect the performance of the organization. 
	As soon as a workplace problem is recognized, the second step is now to define that problem. It’s common problem in many organization that after identification of a workplace problem, it just left it. But that’s not the proper way since definition is much needed process for the resolving the workplace problem. To define the workplace problem, organization must consider the factors that are responsible for this workplace problem. To summarize this definition of problem the management can look for certain answers of some particular problems. All the questions are being addressed by the WH (Who is involved, what is happened, When it happened etc.) question and these questions will help the organizations to address the problem. 
	Finally there is analyzing of workplace problem which is the last step. After identifications, definitions of problem are related with workplace; there is another area where the organization should keep their focus (Morgan, 2016). Organization need to investigate the problem with details. In addition to that, organizations need to do interview session with the employees who are part of that problem. It will give a solid idea to the organization regarding the solution of the problem. Finally organization can consult with their lead strategist and by monitoring it from time to time, workplace problems can be solved.  
[bookmark: _Toc532298081]2.1 The Complex Workplace Problem

The organization where I work is a food and beverage company and it’s called A David & Co. The organization itself is a very promising one but for the past two years it is not doing that much great in terms of capturing the market share as per the company’s objectives. Though the revenue is still in good position but A David & Co. won’t be hold up if it can’t capture the market share (Kim, 2009). The goal of this organization was to capture at least five percent of market share each year. But A David & Co. has been failed to do it for the last two years and in terms of market share it’s still in the same market share bracket. This is not a huge deal for this company since this company is still doing great in terms retaining the market share. This favorable situation might not be there when another food and beverage company will fierce the market competition by placing low price on the quality products. 
After lot of investigations and analyzing, it has been found out that experienced employees of A David & Co are leaving the organization one after another. In simple words, this company has failed to retain its employees (Butterfield, 2016). 
The root cause of not being able to retain the experienced employees is none other than lack of updated HR policy of this organization. The way it is operating its business is traditional and that is the reason the company is still using the backdated HR policy. If this company were able to retain those experienced employees it could easily capture the five percent market share as per its goal. The market is currently full of competitors and more or less every competitor is offering the same products. There’s really not anything that can be used to differentiate the offerings. That is the reason it is important for company to retain the experienced employees since they are the one that can bring efficiency and innovativeness in their product line up or operational efficiency (Aykans, 2016). To sum it up, without retaining the experienced employees, this company can’t capture the additional market share and in addition to that it might lose the current market share because of the fierce competition. 
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It is important that the identified workplace problem of A David & Co be analyzed properly and for that very reason using 5Ws is extremely important. 

Who is Involved?
In this workplace problem, the party who is involved is basically the two parties. One party is the organization (HR policy) itself while the other party is the experienced employees. Since I am also an employee of this organization (A David & Co) so this workplace includes me too. 

		What Happened?
The objective of the organization A David & Co is to increase the market share by five percent per year. For the last two years, it has failed to do that and upon investigating a workplace related problem has been found out. It is the human resource policy that is creating problem for the experienced employee in terms of promotion, facilities and other things, which is forcing the experienced employee to switch over to another place. The result is when the experienced employees switch to another organization; A David & Co is losing its comparative advantages. Since this food and beverages market is competitive, so losing experienced employee means losing the efficiency of the organization. Ultimately it will lead to the loss of the share in the market segment and that is the reason this company isn’t able to capture the five percent share in each year. 
When did it happen?
From the last two years, A David & Co is losing its valuable employees. After that it couldn’t achieve the desired goal of capturing the five percent market share. This problem still exists in this organization as their retention ratio of experienced employee has been dropping. 
Where it happened?
It is a workplace problem and the place where this problem exists is the organization itself. The workplace problem lies with the department of Human Resource which is a part of the organization. So this very workplace problem exists in the organization and the parts of this problem are the experienced employee. 
Why did it happen?
Since it didn’t update their policy (especially compensation policy and other benefits policy), employees who are experienced they try to switch to the other organization. In simple words, it is lack of attractiveness of compensation and other benefits that can keep the employee remain within the organization. It is usual that after giving service or by gaining experience, a particular employee will want high salary or a career centric promotion (Hicks, 2018). The HR policy of this organization doesn’t include this type of compensation plan and that is the very reason this workplace problem happened. As the experienced employees are switching, this organization is losing the efficiency in its daily operation. Ultimately it couldn’t deliver the expected product to the consumer and the result is it just fails to capture the market share according to its goal. 
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To go into the depth of this workplace problem an internal and external analysis is immensely important. That is why both PESTEL and SWOT analysis will be conducted on A David & Co. 
[bookmark: _Toc532298084]3.1 PESTEL Analysis

PESTEL analysis of A David & Co is as follows:
Political: Government of UK is very much conscious about the food and beverage industry. As the obesity of the child has increased to a great extent; government is now more conscious about the ingredients of the food menu. Government of UK has set up different regulations so that the people can have safe food. In addition to that, the percentage of ingredients used in the food has to be mentioned and it has been mandatory. So considering all of these, one big mistake and A David & Co lose all of its reputation, even it can lose its business license. That is the reason leaving of experienced employees can prove fatal for this organization.  
Economic: After the BREXIT (UK is leaving European Union) there has been an uproar in the business market. This is basically noting but an economic turmoil and company’s especially doing business (export-import) has been severely affected. As the organization is losing the tax advantages in terms of import from the other country, the cost of the business has increased. Again the currency value of the Euro has been decreased. So all in all the overall cost of doing business has been increased dramatically and in time of this leaving of experienced employee is additional burden for A David & Co. 
Social: Food and beverage sector has been considered as one of the important sector and socially its value is immense. UK’s general population has been more conscious regarding health and food is big part of good health. But at the same time people expects the quality food with affordable price. Since the experienced employee of A David & Co is leaving, it is losing its efficiency. Though it is keeping its quality persistently but the price is increasing because of inefficiency. 
Technological: For processing food and other safety purposed, the food made by this company is hundred percent made out of machines especially it’s bakery item. So technologically this organization is advanced but skilled labor is all time required to operate this advanced machines. Again as the experienced employees are leaving, this organization has been left with new employees. To train them for operating the machines, this organization is now spending more money (Adair, 2013). But it’s not just limited into additional cost since efficiency has been lost in this process and there is a high chance of making mistake. 
Environmental: A David & Co is particularly conscious about the environmental obligation and that is the reason it has been cautious with this. This organization has been following Environmental Protection Act 1990 and all of its activities are being adjusted with the regulation (Cottrell, 2011). The concern is this environmental guideline has been followed and maintained by the top level experienced employees. Since they are leaving one after another, it is now difficult to estimate that how this organization will handle this serious matter in future. 
Legal: In UK there is one legal obligation regarding food and beverages. According to the parliament of UK, every company doing business related with the food and beverages must need to food the food and safety act 1990 (Pacetta, 2006). According to this law, food and beverage made by the company must follow the safety requirement, quality demanded and need to label correctly. This legal guideline is again followed by the company with the help of top executives of this company.  
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The SWOT analysis of A David & Co is as follows:
Strengths
· A David & Co is in the market from the early time and that is why it has loyal base customer. 
· A David & Co has good financial capacity compare to the other firms; so diversification or introducing new food items or expansion is easy for them. 
· Finally, A David & Co has got good connection with some renowned supplier and it is like a USP to this company. 
Weaknesses
· A David & Co has got weaker or traditional HR policy and compare to the other organization’s HR policy A David & Co is clearly lagging behind. 
· A David & Co has now problem with employee retention issues since its experienced employees are switching out. 
· The cost for training and developing new employees has been proved fatal for this company as its cost and pricing is increasing.
Opportunities
· Since A David & Co is an early company and has strong loyal base consumer, right pricing will give them a 5 percent increase in the market share each year. 
· A David & Co has good financial capacity and it can devote this source to R& D sector which will give them a competitive edge in the market. 
Threats
· Many alternative food and beverages company has been coming in this market and these companies are pricing way lower than A David & Co (VanLehn, 2005). That is the reason A David & Co can’t gain the five percent share in the market for the last two years. 
· Loyal base customer of A David & Co has been switching out to the other company as they got the product of same quality with the cheaper price. 
· The experienced employees especially the top management employees of A David & Co are switching or recruited by the other food and beverage company. This means all the strategically advancement of the A David & Co has now transferred to the other company and it’s the biggest threat to them. 
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For every problem there is solution and for the workplace problem mentioned in this assignment has also some solution. To formulate this alternative solution Force Field Analysis will be used.
[bookmark: _Toc532298087]4.1 Formulation of Alternative Solutions by Force Field Analysis

Force Field, discovered by Kurt Lewin is a revolution in the world of making decision analysis. It is one of the tools or techniques that make logical decisions with the help of other probable alternative analysis (Tutor2u. 2016). In addition to that this force field analysis shows or compares both the positive and negative aspects of a decision so that management can make the optimum decision (LoBue, 2002). Two side of this force field are maximum forces and minimum forces. Maximum forces support the organizational change while minimum forces don’t support the change.   
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Figure: Force Field Analysis of the Workplace Problem.
Source: Author.
This whole forces field analysis has a ratio of 5:7. Forces that support changes have a score of 4 while forces that do no support changes have a score of 7. But reversing this ration is not that difficult as some alternative solution of this workplace problem will help to do this. 

Solution Number 1
The first solution that the management of A David & Co can implement is to introduce a bond sign system. In this system, every employee will have to sign that will make sure or oblige them to serve this company for at least seven years (Chesla, 2000). In this way, the employee won’t be able to switch out to the other organization that means they will have to stay in this organization. Doing this will help the organization to reduce the inefficiency in the work related activity from -3 to -1 while HR expensed will become o from -2. On the other hand organization efficiency will be increased from 3 to 4 while training cost reduction will be 3 from 1. This means a score balance of 8:3.
Solution Number 2
Second solution of the workplace problem is none but the recruiting of short term employee whenever needed. This will help this organization when its experienced employees will switch out and it can recruit some experienced retired employee for that time being (Connelly, 2017).  By doing this its HR expenses will be reduced to 0 while inefficiency will be -2 from -3. Finally the losing competitive advantage will be increased to -4. On the other hand just the reduction of new employee training cost will be +4 from +1. The score balance is 8:4

Solution Number 3
The third solution that can be applied to solve the workplace problem is to introduce the new HR policy by updating the benefit & compensation plan (Gano, 2011). This will increase the organizational expenses to -4 from -2. Both the benefit and competitive advantages will be zero from its respective position. On the other hand organization efficiency will be increased to +4 while both market share and new employee training cost will be reached into +3. So the total balance of score will be 10:2

The Best Alternative Solution
After reviewing this force model analysis it is clear to everyone about the best alternative solution. The best solution for solving the workplace problem exists in the A David & Co is the number 3 alternative since the score balance is higher than the other two alternative solution. This higher ration of number 3 alternative solution means that this will give this organization a maximum benefit of 10 while the minimum negative aspects is just confined to two. That is why updating or revising the new HR plan will be the best alternative solution. 
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In this section formulation and implementation of solution plan will be briefly discussed. 
Objective
The primary objective of this plan is nothing but to ensure the proper implementation of the best possible solution. In addition to that this plan also includes ways through will the plan will be implemented without any hiccup. Ultimately the goal is to solve the workplace problem and increase the market share of this organization. 

Investigation of Other Company’s HR Policy
First a thorough investigation is important before updating or creating the new HR policy. A David & Co has to look in its competitor’s HR policy and have to analyze what this company is offering to its employees. In addition to that what is the industry standard compensation and benefit plan is also need to be investigated. 
	
Important Consideration
The most prioritized area where this organization needs to consider is what its senior employees want in terms of benefit and compensation plan. No matter how many HR policies A David & Co mimicked, it will be futile if the employee doesn’t want that.  So a proper one to one or survey analysis can be done with its senior employees regarding the benefit plan or career advancement. 

Targeted Outcome
The outcome that is targeted by implementing the new HR plan is the retention of the senior experienced employees. This increase of retention will ultimately help A David & Co to bring efficiency in the daily work procedures. So all in all, the market holding share will be increased to level of 5 percent at the end of the year.  




Action Plan
The action plan for implementing the solution along with success criteria is given below:
	Actions
	Completion Date
	Success Criteria

	Hiring HR experts who can conduct a thorough analysis on the HR policy provided by the other company 
	
1st January, 2019
	Appointment of experts in HR field who will conduct a thorough analysis or investigations.  

	Finding the industry standard HR policy for compensation and career advancement & discussion with the senior employees about what they want  
	 
1st March, 2019
	Industry standard HR policy will be found and an effective discussion will be successfully carried out with the senior employees. 

	Updating the HR policy and reviewing the reaction 
	
1st June, 2019
	A short trial version of updated HR policy will be introduced just to check the reaction of the employees  

	Introducing the full new HR policy for the employees 
	
7th August, 2019
	An effective new HR policy reflecting the new updated benefit and career advancement plan for the employees will be introduced in full form.  

	Experienced employee retention ratio will be increased and market share will be increased 
	
1sth December, 2019
	Experienced employees of A David & Co will happily stay in this organization and finally this organization will be able to increase the market share by five percent.  



Monitoring and Reviewing
After implementing the desired plan A David & Co need to monitor this from time to time. The goal of this plan is to increase the retention ratio of the experienced employees which in turn will increase the organizational efficiency. If the efficiency increased and employee retains then this organization will be able to increase the market share in the food and beverage market by five percent per year. One way to monitor is to check the market share. If the market has by the end of the year doesn’t increase then there is a problem with the plan. Again this company can check the experienced employee’s retention ration.  By checking this particular ration monitoring and review of the implemented plan can be carried out. 

The workplace problem of A David & Co can be effectively solved by implementing the selected best solution mentioned in this formulated plan strategy. 










[bookmark: _Toc532298090]6.0 Conclusion

Throughout this whole report it has been seen that how a particular workplace problem can create significant hindrance in the organization’s goal. Workplace problem which is switching of experienced employee impedes the general work efficiency of A David & Co and their overall cost. To cover high cost in training this company has been forced to increase the price of the product and ultimately it has deprived from gaining the market share. To solve this problem one best solution which is updating or creating a new HR policy along with the implementation plan has been described in details with the help of forced field analysis.  
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