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Introduction
Managers in small or big organisation need to have two very important skills, problem solving and decision-making skill. Managers face every day new or existing challenges and problems in their workplace, they need different techniques and tools to identify the problem, find possible solution and take decision. After the decision-making process comes implantation of the best possible solution and monitoring. The Shisha garden in Edgware was my workplace for over a year, where I worked as chef, event organiser and occasionally team leader. The Shisha garden is a small family business, the owner is a 67-year-old Greek man and his 3 children, the business started as a small hotel with 6 rooms, then developed over the years to a restaurant and Shisha place. After working closely with Mr. Tullis Floridis I decided to use my experience in his workplace to write my assignment. The assignment will demonstrate my problem solving and decision-making skills, that I developed significantly in this module. First, I will identify the problem(s) at my previous work place the Shisha garden, describe the nature and impact of the problems, gather information and analyse data. Different tools and technique will be used to interpret data, evaluate possible solutions and take decision.  After taking important decision I will come with an implementation plan, that need to be monitored and reviewed to maintain good results. Decision Making and Problem-Solving Strategies will lead us to learn key techniques and models to confidently make the right decisions. (Adair, 2016)
[bookmark: _Toc18351182]Identifying the problems
The first step in problem solving is to recognise or highlight the problem, with the use of basic definition.  Set a benchmark and then compare the performances,  If the planned performance does not match to  the actual performances, then changes in the strategies is required. (Soergel, 2018) 
I noticed a big difference in the performance of the Hotel compared to the restaurant and shisha garden. The hotel most of the time is vacant while the restaurant and the shisha place is very busy. It looks like there is two different businesses not one. The main question is, why is there a huge different in the performances between the Hotel and the Shisha garden places even though the owner and manager is the same person? Mr. Floridis is aware of the problem and tried different solutions, which none of them gave him the results he was wishing for. To help identifying the problem and the causes I will use a tool called fishbone diagram or Ishikawa diagram, which is one of many tools used to help identifying the causes of the problem.
[bookmark: _Toc18351183]
Fishbone diagram
The first step in creating a fishbone diagram is to state the problem in a box in the centre of the arrow at the right (it’s a symbol for the fish head). After brainstorming or discussion, categories or  causes will be showed as fishbones; the ribs branch off the backbone for major causes, with sub-branches for root-causes, to as many levels as required. (50MINUTES, 2015)
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Figure 1: Fishbone diagram or Ishikawa diagram.
The first problem is the management, the owner of the place is not the leader, his three children have a big impact in his decisions, each of them want to lead the place, the manager of the Shisha garden and restaurant is confused since four different leaders are  giving him different instruction. The whole family is involved turning the management team to a complete chaos.
The staff are a combination of very young people and students, who need a part time job. there is always a big change in the staff, which causes instability and require more time to train new staff. Most of the staff have no experience in customer services and need to be remined of the rules. Each staff have their position as waiters, bartenders or shisha staff, but sometimes the manager is forced to change the position of the staff, which causes problems.

Marketing is a huge issue for the hotel place, the shisha garden has an Instagram with thousands of subscribers, but the hotel is not included. The place has no Facebook account or twitter, no landline phone connection for customer to call to book the hotel or the restaurant. The hotel is a member of Booking.com, but unfortunately with a poor star rating of 2.5 out of 5 stars, the main raison for poor star rating is the management, serval customer wrote in their reviews, there was no manager to talk to once they have a problem with the room or service. The other issue with the hotel is, they do not provide breakfast, which many customers would preferer. The place opens at 5pm for customers and staff will start to come around 3pm. The whole morning there will be only one member of staff, which is Dana the lady who cleans the room and try to service customers.
 The owner never thought of giving away leaflet with offers or events to possible customers. The only way they are advertising for their business is by connections, mouth to mouth words and Instagram, which only include the shisha garden. 
 At last once customers was discussed with Mr. Floridis, several issues appeared. For examples the huge diversity in customers make it difficult to please every culture, specially once it come to food choice and Menu. Some of the hotel customer do not smoke and find the shisha garden in the back of the hotel waste of use, they rather want to sit down in a nice smoke free garden than a shisha place. Again because of the tobacco used in the shisha the age limit is 18+, that prevent families with young children to come to the restaurant or the hotel. Locally there is a growing demand on women only events, since shisha business focussed on men and groups socialising during smoking shisha. Ladies wish to do the same, but due to cultures and different traditions they prefer women only events. It’s only a problem in the evening time, during daytime the whole building is almost empty.
Obviously, there will be more causes of the main problem, but I choose to highlight the most important once, which leads to one major problem: The hotel is not running the way it supposed to. 
[bookmark: _Toc18351184]The fishbone diagram helped identifying the main reasons why the hotel business performance is poor compared to the restaurant and shisha garden, which also are suffering from the same complicated problems. 





SWOT analysis
In order to create an effective and possible strategy and set clear goals, I choose to perform a SWOT analysis. I find it important to show the strengths, weakness, opportunities and threats of the hotel and shisha garden business. This tool will help me find possible solution to the problem, therefor I would like to explain what Swot analysis is and why it is important.
SWOT analysis or SWOT Matrix is a technique used to determine the Strengths, Weaknesses, Opportunities, and Threats within a business or a company environment. This process of analysis is created by  Albert Humphrey, who worked at Stanford Research Institute (now known as SRI International) in the 1960-1970s. Strengths and weaknesses are internal factors while opportunities and threats are external factors that can affect the business. (Bunting, 20 Dec 2015)
    Weakness
· Poor management
· Marketing
· Staff
· Tobacco
· Openings hours
· Noise
Strength
· Building architecture
· Location
· Reputation
· The garden
· Parking
· Shisha                                                                   
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· Morning openings hours
· Breakfast for hotel guest
· Trained staff
· New management 






 


	


Threats
· Competitors
· Family problem

                                             



                                                                                

Figure 2: SWOT-analysis
[bookmark: _Toc18351185]Strengths
Luckily for the owner Mr. floridis the place is very popular because of its unique architecture, the building look like a museum of olden Greek history, which attracts people to visit. The back garden is huge and very authentic, the garden look like an oasis with tropical plants, flowers and designs. The furniture helps giving the complete classic Greek atmosphere. Honestly the place is breath taking once people entering it. The building is the biggest strength of the business. Additionally, the location is between houses near Canons station and bus stops in London, this means easy connection and transport for the customer plus many parking places nearby. The business been running for almost 20 years for the hotel and 5 years for the shisha garden and restaurant. They build up a good reputation and friendship among the customer, which became a strength. What also can be a strength of the business is the shisha, a lot of people socialise during smoking shisha and eating food, it is part of their culture or adopted lifestyle. In the local area the Shisha garden are one of the best shisha places that offers different flavour and quality of tobacco like Nakila, Faker and Star buzz. What make it unique is the combination of authentic design and shisha styles. 
[bookmark: _Toc18351186]Weakness
Again, poor management is one of the main weaknesses in the business, lack of professionalism between the owner and his three children is affecting the workflow between the manger and the staff. Every day a new instruction will be giving by a family member to the manager and staff, which makes it extremely difficult to work successfully and optimize the performance, also the hotel been neglected by the owner and his children, since they are focusing on the part of the business that bring them more profit, the shisha business is more profitable than the hotel business, that is why the hotel business is almost dying. Marketing is also shown to be their weakness, since no prober advertising via social media is taking part. Instagram is only used to promote the shisha business while the hotel business is in the dark. Staff are young people, who need to be trained in the rules of customer services. Since recruiting and developing the staff is very poor, the staff’s ability to adopt changes will drop dramatically. The staff cannot cope with change of position or change of shift.
Serving tobacco can be a strength, but at the same time for some customer it is a negative side of the business, therefor it is a weakness. Some customer would prefer a smoking free place, specially families with young children and elderly people. Late openings hours mean missing the opportunity of having a bigger customer base, working people passing by in early morning seeking fresh coffee or breakfast. For the hotel it is a big lost since there is no proper staff in the morning to service them breakfast or other services. The noise obtained form the shisha garden because of late opening hours leads to unsatisfied hotel guest. The hotel guests have their rooms up in the top floor with windows facing the garden and the noise, this can disturb their night sleep or destroy their relaxing time, they came to have.
[bookmark: _Toc18351187]
Opportunities
There is big potential in expanding the business and improving the hotel business. The restaurant can extend their openings hours from 7am to late. This means hotel guest can be served breakfast and taking care of, I believe this is a great opportunity for the business at the same time they will maintain good customer services and high customer satisfaction. They also have an opportunity to hire well trained and experienced staff instead of students. People who search for a stabile full-time job are perfect staff for the hotel. This means hotel guest and restaurant customer can recognise the faces of a great team of staff with high quality services.
For Mr. Floridis, it’s a challenge to run the place, he is getting old and tired, he is kind of giving up on the hotel business and focusing more on the profit, the shisha garden brings to him. Its understanding able, but he has a great opportunity by arranging a new management team with one leader, who could be his son in law Mr. Prince, he is a young man with a big smile and has the talent to run the place.
[bookmark: _Toc18351188]Threats
As I mentioned earlier, the business is one of the best shisha places in London, unfortunately there is other good places as well, which threats the business, especially when the place is closed. All the customer in the morning will seek other places or hotels for a better services and breakfast.
On the other hand, family problems and disagreements seem to be a big threat for the business, every time the family between them having issues leads to confrontations and arguments at the workplace, that gives negative vibes and environment for everybody. Staff will get confused and depressed not knowing of the future of this family business, since they witness this kind of attitudes from the owner and his family members. This is an obvious threat for the business.
[bookmark: _Toc18351189]Solutions
After  the SWOT analysis and highlighting the most important issues, I came to think about work life balance, flexi working and emotional intelligence, where leaders emerge leadership skills with emotional connection with the staff. (Cotton, 2016)
The leaders are not connected to the staff, the staff meets one of the leaders and get instructions, which may be different than the other leader, they don’t connect emotionally since there are different leaders, the emotional intelligence could be the solution of this problem. We have one leader, who can connect emotionally with the staff. Additionally, the staff are surrounded by a negative psychology, since the Floridis family often have arguments in front of the staff, which make them feel unsecure, they do not know what will happen, who will take over from the possible leaders.

If the Floridis family choose one leader, this problem can be easily solved. There will be a big change in the work environment which leads to less conflicts.
Positive psychology: increases in positive emotions have a more significant impact on employee wellbeing and a range of other people and performance-related outcomes than a comparable reduction in levels of employee negative emotions. (Cotton, P. and Hart, P., 2011).
[bookmark: _Toc18351190]Opening hours and staff
The hotel business is very profitable if the right environment is created. By extending the working hours from the early morning, the hotel will increase performance significantly.  Hiring new staff is required to fulfill the needs of the hotel guests. At the same time the restaurant will increase its customer base, the hotel guests are possible customer of the restaurant while staying at the hotel. 
The choice of staff is important, I suggest getting a mix of young people to service the shisha garden, mature and experience staff for the hotel business. Both teams can work together to create a balanced workplace, customers will start recognizing the staff and get connected.
[bookmark: _Toc18351191]Advertising
The first step is to get a landline phone number for the hotel, people can get connected by phone directly with the hotel in case of booking or other requests. They need also to add the hotel business to their active Instagram account, this will make their customer be aware of the vacancy at the hotel. Social media is a very effective tool for marketing and advertising and need to be used to level up the hotel business. Offers, discounts and events can be shown on social media, where people get connected. Leaflet is an old tool and effective to get customers attention.  
[bookmark: _Toc18351192]Management team
To solve the main problem requires decisions based on the interest of the business. The floridis family should create a healthy professional work tradition, which includes meetings, discussion and decision-making process. I suggested earlier Mr. Prince, who is young, social and very likeable by the staffs and customers to become the leader. Because of his young age, he can connect to the young people who works for the place, plus he can take decision and solves problem. Mr. Prince is the ideal leader based on his talent and performance. He also has long years’ experience in running the shisha garden and restaurant, but he never got the opportunity to include the hotel business under his management. His authority should be increased to take over the whole building. Mr. Prince can emerge the two business together and be in control. What a leader should do to achieve goals is demonstrated in the next figure.  




Planning           Organizing             Leading                   Controlling           Leads to 
Setting goals,            Determining what                 Motivating, leading            MonitoringSuccessfully running the hotel and shisha garden business


Establishing               what needs to be                  and any other                      activities to 
strategies and           done, how it will                    actions involved                 ensure that 
developing plans       be done, and who                 in dealing with                    they are 
to coordinate             is to do it                                 people                                 accomplished 
activities                                                                                                                     as planned
Figure 3: Leadership
Mr. Prince has shown previously his performance as a great leader, once we had a big event with a company of 150 guests, he arranged quickly a meeting with all the staff, gave us the goal of successfully delivering the best experience for our weeding guests. He explained which strategy the staff should follow, shared information, split the task between the staff, gave team leader position and arranged a time schedule. His leadership performance was amazing, he was in control and monitored the whole performance. The event was a huge success, the guest extremely happy and all the chaos the staff were used to suddenly disappeared. Additionally, some of the wedding guest choose to stay at the hotel, which increased the hotel profit. Mr. Prince at that event followed the steps mentioned in the figure above, which demonstrate his leadership capacity. Planning, organising, leading and controlling are important step to follow to achieve goals. (Isaksen, 2010)

[bookmark: _Toc18351193]PMI
Since the discussion with Mr. Floridis the owner of the business lead to serval issues and problems, multiple solution had to be mentioned. All the solutions are extremely necessary and need to be implemented immediately to achieve our main goal, which is to run the hotel and the restaurant business equally and successfully. But before taking a final decision on which solution is the first to be taken, I will use the PMI tool to compare the cons and Pros of the solutions to help me decide what to do next.
[bookmark: _Toc18351194]
Plus-Minus-Interesting
Weighing the Pros and Cons of a decision called PMI, it stands for 'Plus/Minus/interesting'. It is a valued technique used for centuries to ‘weighing pros and cons’, before moving straight to action. To make sure PMI is a useful tool its important to check the improvement of the situation. (Anon., 2019)

	ACTION
	PLUS
	MINUS
	INTERESTING

	New leader
	Fresh blood and ideas
Less confusion
Emerging the business
One leader
	Not been accepted by other family member
Family conflict
Time to implement changes
	The hotel and restaurant will be led by one leader, which will improve performance and increase profit

	Extend opening hours
	Breakfast for hotel guest
Increase customer base

	Requires more staff and planning 

	The hotel business will increase profit
More customer

	Increase number of staff
	 Better customer service for hotel guest 
	Increase in wages
	Hotel business will increase
Better service

	Advertise for the hotel
	Hotel business will be highlighted
More customer
	
	Hotel business and restaurant benefits from advertising



Figure 4: PMI
[bookmark: _Toc18351195]As shown in the above figure there are more Plus than Minus, which means the solution is in the business interest. The main issue, the Minus is the family conflict, which seem to be a challenge to implant the solution. To follow the interesting in the business all mentioned solution should take place, and a new business strategy need to be followed












Decision and implementation
 The decision is very clear after using different tools to analyse the problem, highlighting causes and looking to possible solutions. Now the first decision to be made is to change the management and leadership strategy, from different leaders and family conflicts to one leader, the family agrees to choose.
 The choice of the right leader should depend on his leadership skills and qualifications, Mr. Prince is the one, who can lead this business to success. Extending opening hours, hiring new qualified staff and advertising are necessary and need to be in action as soon as possible. To implement the solution the leader must be identified. The family business will remain within the family. But the changes must be within the management team. The family still can discuss and take decision together while having a positive meeting. The leader will always report to the owner and all decisions will be made in a family meeting separately, not in public or in front of staff. Once the first step is taking, which is to choose the leader and approved by the family, then all other solutions will be implemented by the new leader. The leader needs to create a plan. It is extremely important to plan and adopt to changes. New strategy in how to complete the changes in the workplace without creating delay or problems in the workflow must be chosen. The staff and the new leader need to work together, to achieve maximum changes, to adopt to the new work strategies and follow the time schedule. (Isaksen, 2010)
The implementation process should not take time since the business is suffering major lost. As soon as possible the leader must to be chosen, so he can complete implementation of the other solutions. After implantations of the solution, monitoring and following up with staff and the owner are required, to achieve better results and maintain the high-quality service for the hotel guest and shisha garden. 
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Conclusion
 The shisha garden, restaurant and hotel business are currently facing problem, that prevents the business to achieve the maximum profit, the building structure and history is fascinating. Behind the scene the business is not running the way it should be. The whole process of problem solving and decision making require different steps. The first step is the hardest, identifying the problem and specifying the cause and reasons requires tools and techniques. Fishbone diagram helped me identifying and described the problems, after discussing and brainstorming all possible problems and causes, I could clarify, highlight the main problem and what causes it. SWOT analysis was used to search for opportunities that could be used in finding solution. Strength and weakness helped me point out the strong side versus week side of the business. The SWOT analysis is an amazing tool to be used to reach possible solution. (Adair, 2016)
After finding possible solution, it is time to evaluate them and look at the pros and cons, how to take the right decision and in which order. The right time, the right place and the right person is the strong key words to be used in this business. The right person is the new leader Mr. Prince, the right time is as soon as possible, and the right place is this amazing building, which was build 20 years ago by the owner Mr. Floridis, who delivered a piece of art and created this oasis called the shisha garden.
After reflecting on Mr. Floridis desperate attempted to solve the problem, what was he doing wrong? He was aware of the problem; the hotel business was going down and the rooms were most of the time empty. He did not identify the causes of the problem and the effects it did on his business. He let his children take control all at the same time and created a negative work tone among the staff and the family. He also focused on the profit from shisha garden and neglect the hotel, that started the whole business. Mr. Floridis need to develop his business to high level, he can reach optimal profit by creating a family business full of teamwork and positive energy.  Effective problem solving and decision making are important skills to have or gain to have a successful business. (Adair, 2016)
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