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[bookmark: _30j0zll]Problem Solving and Decision Making
[bookmark: _1fob9te]Introduction
All business organisations in operation are exposed to a variety of challenges that require different solutions to keep the business running. Identifying problems in the workplace, finding solutions and overcoming similar challenges is vital to keeping the business thriving and growing. To come up with effective solutions to challenges, businesses are required to make decisions while ensuring that actions taken to solve a problem do not create additional problems in the future. This report identifies and defines a workplace problem “Conflicts among managers and employees” that has been experienced in Unilever Plc, its causes, impacts and possible solutions that can be applied to mitigate the problem. Further, the report presents a plan on how to implement the solution, the process of implementing the solution and communicating it to stakeholders as well as appropriate techniques of monitoring and reviewing the solution to ensure successful implementation. Unilever Plc is a leading British company that manufactures and sells consumer goods such as food, beauty and personal care products. The company is based in London, England but it also has operations in international markets.
1. [bookmark: _3znysh7]Problem Definition
[bookmark: _2et92p0]Explanation of The Problem
Employee-manager conflict is a common business challenge especially in organisations that have a big number of employers and managers. Conflict at the workplace can be described as an act of disagreement and discontentment that occurs when the goals, interests and values of individuals or groups are not compatible with each other (Wallenstein, 2018). Conflict in the organisation is inevitable and can be frustrating to both the manager and employee, it is distressing, limits the career, fruitless, deviates individuals from the objectives of the organisation and takes away the energy and commitment that is crucial for the success of the business. Big organisations such as Unilever Plc are designed in a way that individuals interdepend on each other to complete their tasks and objectives. Employees and managers working together may have disagreements because of different working styles and backgrounds which results in conflicts. 
Conflict in the workplace can be articulated in various ways such as bullying, insults, anger and non-cooperation. This creates work disruptions, high employee turnovers, increased absenteeism and project failures. The most type of conflict experienced in Unilever Plc is the interpersonal conflict between an employee and the line manager. This was also noted as most cases of conflict were reported by employees who claimed to have experienced conflict with a staff member senior to them (Purcell, 2014). Avoiding conflict hinders business growth and therefore the best way to go is trying to understand and resolving any conflict that arises in the workplace. Good communication skills are key to navigating and resolving conflict, this involves listening attentively and taking into consideration different views of the conflict with a wish to build a good rapport.
[bookmark: _tyjcwt]Tools And Techniques Used to Identify the Problem
Using the right tools and techniques to identify challenges in the workplace helps the company to find solutions. The following fact-finding techniques were used to establish the employee-manager conflict in Unilever Plc: 
Interviews: They refer to formal, in-depth conversations carried out between two or more individuals where they exchange information on a particular topic (Roulston, 2014). Interviews can be carried by one individual interviewing a group of employees or one individual interviewing one employee at a time. In Unilever, an unknown senior employee was used to interview the employees on the challenges they are facing in the workplace, employees responded positively as they aired the conflicting challenge openly without fear.  
Questionnaires: They refer to a research device that contains a series of questions used to gather information on someone or something. Questionnaires are designed in a way that has either close-ended or open-ended questions (Rowley, 2014). The open-ended questions allow the respondent to express their opinions leading to more insightful information whereas closed-ended questions limit the respondent to picking the best-fit answer from the alternatives. In Unilever, employees were provided with questionnaires to evaluate the extent of the employee-manager conflict and the extent to which it had affected their job performance.    
Record searching: Refers to retrieving related information stored in a database. The various causes of conflict reported by Unilever employees were stored in a database and later used to also identify the increasing challenge of employee-manager conflict in the company. 
Observation: It refers to the act of closely monitoring or noticing the behaviour, events and physical features in their natural setting to gather information (Kawulich, 2012). Individuals were deployed in Unilever Plc to closely monitor the behaviour of senior managers when talking to the employees as well as how the employees responded to the managers, a keen observation was also made on the relationships between line managers and employees, how they passed on guidelines, as well as the nature of the interaction between them. 
Sampling: This is the process of selecting a subset of the population to make statistical inferences through the use of pre-defined selection models (Fuller, 2011). In Unilever Plc, a sample of employees was obtained from different departments to represent all employees and the same was done to line managers who were then used to assess and obtain information related to the state of conflicts through observing their behaviour and characteristics.   
2. [bookmark: _3dy6vkm]The Causes and Effects
[bookmark: _1t3h5sf]SWOT Analysis
SWOT analysis is a useful tool for identifying internal forces or factors that have contributed to the growth of employee-manager conflicts in the workplace. SWOT is an acronym for strengths, weaknesses, opportunities and threats. The strengths and weaknesses analyse the factors within the internal environment of the company while opportunities and threats assess the factors outside the organisation. The internal factors that have contributed to the growth of employee-manager conflicts can be categorised as shown below.
Strengths: They refer to the characteristics that build an organisation’s competitive edge.  They are the areas in which the business excels and distinguish it from other businesses. Unilever’s strengths are depicted in its human resources, organisational structure, production processes and investments. Some of Unilever’s strengths include the existence of strong brands in the consumer industry which help the company to easily enter new markets and compete effectively, the existence of a broad brand portfolio which reflects the expansion and growth of the company. Solid international market presence is another factor that has strengthened the company’s global brand recognition and the economies of scale that increase the company’s production efficiency that is crucial for fair pricing of its products (Sarsby, 2016). 
Weaknesses: They refer to factors that undermine the company’s competitive advantage or factors that hinder the achievement of desired outcomes. Some of the weaknesses in Unilever include a complex organisational structure that sees employees receive instructions from different managers thereby resulting in conflicts, poor communication strategies which do not deliver information to individuals on time, poor working conditions, undefined job roles among employees, interdependence and unequal opportunities in the workplace. 
Opportunities: They refer to potentialities that can be exploited to maximise the company’s value and reputation. Some of the factors facilitating business development in Unilever are a market expansion which in turn raises the company’s revenues, business sustainability whereby the company can renovate its products to be more environmentally friendly, and diversification which increases business flexibility and minimizes market based-risks (Teoli and An, 2019). 
Threats: These are elements in the internal environment that negatively affect or damage the business by creating conflicts. They include unrealistic needs and expectations from both employees and managers, unresolved workplace problems, lack of business practices reflecting business values and an increase in the workload in the organisation. 
[bookmark: _4d34og8]PESTLE Analysis
PESTLE analysis is a tool used to external factors of a business that are likely to impact business operations. the external environmental factors analysed include political, economic, social, technological, environmental and legal factors. Some of the factors that have caused conflicts in Unilever to include: 
Political factors: Unilever employees have been affected by governmental changes in policies and regulations such as tax policies, trade restrictions, bureaucracy and tariffs and as a result, the employees have developed anxiety, stress, and uncertainty. The company is forced to alter the way it carries out its activities which may be not fully accepted by all employees thus leading to clashes (Perera, 2017). 
Economic factors: Economic factors have also contributed to the rise of employee-manager conflicts in Unilever for instance, even though inflation increases profits due to increased sales, the real wages of employees are not increased proportionately and it also makes the business economic environment unstable. This leads to discontentment and conflicts in the workplace as employees demand an increase in wages and salaries. 
Social factors: According to Perera (2017), these are factors associated with the cultural and demographic trends of society that act as determinants of consumer behaviour patterns. In Unilever differences in age, cultural background, values and ethics accounted for conflicts. It was found out that managers who had served the organisation for a long period were likely to have a conflict with employees who viewed the organisation as a stepping stone to their future careers. 
Technological factors: These factors are related to innovations in the company and economy. In Unilever Plc, innovations were integrated into company processes and some were automated. Integration of automation led to interruptions and to compensate for the lost time, employees were forced to work faster which led to pressure, stress and frustration. Productivity reduced and employees developed behavioural problems leading to conflicts (Shital et al, 2018). 
Legal factors: They refer to legal forces enacted by the legislature and governmental bodies on what the business should engage in or cannot. The government has enacted laws to protect the interests, health and safety as well as the termination of employees. In Unilever, it was established that adequate health and safety measures were not provided and their interests were violated leading to conflicts. 
Environmental factors: These factors are associated with the sustainability of the environment by the business through their operations, product and initiatives such as corporate social responsibility (Shital et al, 2018). Employees in Unilever were not fully involved in CSR activities and the company failed to provide conducive working conditions, these undermined the work-life, social relationships and cooperation with managers which led to conflicts.
[bookmark: _2s8eyo1]Fishbone Analysis
Developed by Kaoru Ishikawa in the 1960s, Fishbone analysis also known as the Ishikawa diagram or cause-and-effect diagram is a tool used in quality, it helps in the identification and analysis of possible root causes of variations or happenings and how these causes relate with each other. It is vital especially when analysing problems in an organisation as it brings out the cause factors hindering the smooth running of organisational activities and processes (Okes, 2019). The figure below illustrates the cause-effect analysis of employee-manager conflict in Unilever Plc. The main causes identified are process, work environment, training and development, people, management, and equipment. Further, the main causes contain the sub-categories or factors which account for the root causes of employee-manager conflict in Unilever as outlined in the following diagram. 
Process
Work Environment
Training and Development


Workload increase
Unresolved issues
Inadequate training 

Different work styles
Discrimination 
Unequal opportunities

Insufficient lighting
Biased career progression

Scarce resources

Employee-manager conflict 

Individual differences
Jurisdictional ambiguities

Poor communication

Unclear job roles
Complex structure
Slow processing speed

Skill deficits
Unrealistic expectations
Machine breakdown


	People
Management
Equipment


The root causes obtained from the six categories showed that different factors contributed to the rise of conflicts. Personal differences, increase in the workload, inadequate job skills, and unclear organisational structures led to conflicts. According to Eunson (2012), understanding the root cause of conflict is important to resolving conflicts and avoiding conflicts in the first place. 
3. [bookmark: _44sinio]Possible Solutions to The Problem and Evaluation of The Best Alternative
Clarifying job responsibilities: One of the ways to alleviating workplace conflicts is by sharing tasks and responsibilities among employees and managers respectively to prevent work overload. Clarifying what is expected of everyone helps employees and managers to collaborate, improve their social and work lives, be on the same page and accomplish their tasks without conflicting.
Mediating: Inviting conflicting parties for a meeting to discuss the issue is another alternative. This allows one to listen to both parties equally, collect facts, determine the problem, speak it out and work towards resolving it. In this case, both parties can also suggest ways in which they feel the problem can be resolved as speaking out relieves off the pressure and helps to quickly find a solution (Moore, 2014). 
Setting common goals: Individuals concentrate on their interests and have low interest in their job responsibility, this can be solved by creating common goals which can be integrated into the job and validate the importance of everyone to building a successful organisation. This quenches conflicts, allows individuals to coexist and function efficiently on the job. 
The best alternative among the above can be to mediate conflicting individuals. The organisation can seek a third neutral party who facilitates effective negotiations with impartiality, confidentiality and neutrality. The role of the third party is to create, maintain, enhance, and be-friend communication between the conflicting. The mediation process is flexible, non-legalistic, relatively cheap, minimises delay and allows disputants to suggest possible actions to resolve the actions thereby ensuring acceptance of the outcome and improving maintainable peace (Moore, 2014).
4. [bookmark: _3rdcrjn]Plan To Implement the Best Alternative
	Employee-Manager Conflict Implementation Plan

	Activity
	Overseer
	Timescale

	Sending emails to stakeholders informing them of the implementation process
	Management
	September 2021

	Sourcing for neutral third parties to facilitate the mediation process
	Management 
	October 2021

	Informing both the employees and managers of the action plan
	Management 
	December 2021

	Gathering feedback from both employees and managers
	Neutral party
	February 2022

	Assessing and monitoring the actualised plan
	Management 
	March, 2022



5. [bookmark: _26in1rg]The Implementation Process of The Alternative Solution
Implementation can be defined as the act of executing a plan to achieve desired outcomes (Hrebiniak, 2013). Some of the steps involved in the implementation process of the selected solution are:
Specifying the problem and obtaining endorsement from stakeholders to proceed: This is the first and foremost step, Unilever management team should liaise with the stakeholders to consult, ask for their thoughts and request for their approval to proceed with the process, this is crucial in alleviating resistance and gaining their support to make the process successful (Redlein, 2020).
Identifying key participants for the process: Here, Unilever’s management team is tasked with the responsibility of sourcing the right personnel to facilitate the process. They can seek services from recognised and professional firms or individuals. Adequate personnel will help in arriving at an understanding of what should be done and in what manner it should be done. 
Creating process policies and guidelines: Unilever’s management team can coordinate with the identified key participants and come up with policies and guidelines that will facilitate the implementation process. The professionals must be included in the development of a framework that will act as a guide to implementing the solution and achieving desired outcomes. A framework formalises the process and increases the chances of the process being a success (Peltier, 2016).
Building a foundation and actualising the plan: The team selected to facilitate the process can lay down strategies that can be relied upon to commence the actual plan. A base will provide direction and accountability for the outcomes. Once the conditions have been formed, the actual solution can be put into action. 
Assessing the implemented solution and transition: Here the team leading the process is responsible for evaluating the success of the solution to determine whether the employee-manager conflict problem has been resolved. This step provides feedback to authorises and allows them to take corrective actions in cases where the projected outcomes are yet to be achieved (Hrebiniak, 2013). 
6. [bookmark: _lnxbz9]Review and Monitor Your Solution
The following techniques can be used to review and monitor the implemented solution.
Benchmarking: Evaluating the success of the solution by comparing actual results with the expected outcomes. Managers will review the implemented action by simply measuring the impact of the solution and contrasting the results with those that were projected and desired and if there are any discrepancies, further corrective action should be taken (Bogetoft, 2013). 
Talking with people and gathering feedback: To easily find out if things are moving in the right direction, managers will hold friendly physical talks with a group of employees or individually and ask them if they are facing any challenges, the same can be done to senior employees. The use of surveys and holding general meetings can also help gather feedback. 
Monitoring employee turnover and absenteeism: The effect of conflicts in the workplace is also directly reflected in the turnover rates of people and absenteeism cases. Lower or zero turnover rates and absenteeism cases will indicate that the action taken was effective and vice versa (Magee et al, 2017). 
Registering the level of complaints: Tracking and noting the number of conflict cases reported is an effective monitoring technique of how successful the action taken was. Managers should always keep an eye on the number of conflict cases reported and try to act as quickly as possible to resolve them.
7. [bookmark: _35nkun2]Conclusion
Effective problem solving is time-consuming and attention-demanding, the process is not a simple task as it involves two or more parties and may at times require one to go back to earlier steps for instance in cases where one has to select an option from alternatives. The report has evaluated employee-manager conflict as a complex problem in the workplace, its effect, causes and proposed a range of alternatives to resolve it. Within the report, a plan on how to implement the selected solution is presented, the implementation process is analysed and techniques to review and monitor the solution are discussed. Solving complex problems in the workplace is not a walk in the park and it is, therefore, essential to use a disciplined approach to find a long-term solution.
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