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[bookmark: _Toc113045197]Introduction

This report is based on a private independent school where I worked for 2 years as a Study Room Supervisor. 
[bookmark: _Toc113045198] Problem in the workplace: scope and impact

[bookmark: _Toc113045199]Description
At my work place we experienced a continuing, perplexing, and frustrating problem of high staff turnover. 
 The problem affected the boarding department, the pre-school department, the lower school department, the senior school department, and the administration department. Having worked at the school for two years, it affected my department [Senior school] in that it increased my workload. I had to work with 30 students instead of 15.

For example, the year 4 class had a change of teacher 3 times just in the last school year. The constant change had high impact on the students by negatively affecting their mood and disposition as students. They were naturally unhappy with the constant change and loss of teachers. On one occasion, the sports teacher, who had been working at the school for 8 years, resigned last academic term. New teachers were being employed in between the school year to compensate for those leaving at the end of the school year.
A pay rise is also required for the high demand work the staff members do.
The scope of the problem affected the quality of life in the school, the quality of education being taught, the quality of teachers, the technological aspect of the school, the economical aspect, and the social aspect.
[bookmark: _Toc113045200]Creative Problem-Solving Technique

[bookmark: _Toc113045201]The possible root cause of High Staff Turnover

· Management
· Methods
· Pay
· Technology.
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Determining and analysing the possible cause: 

The Cause and Effect (also known as the Fishbone diagram) to identify the Root Cause of the problem. (Shipyards, 2018)


PAY
Methods

unskilled
Low pay

Old ideas
Low school fees
High Staff Turnover


Further Analysing the problem: [bookmark: _Toc113045203]Diagram. 1.01 The fish Bone
Management
unapproachable
No recruitment personnel
No Human Resources
Technology
No good communication system
Poorly maintained

[bookmark: _Toc113045204]Methods

 Arbitrary changes, introduced to solve the problem were not readily accepted. As a result, the experienced teachers and skilled personnel left the school. So, there were more vacancies. The few personnel who were still working at the school were overworked as they had to do the jobs of others whose positions were yet to be filled.

[bookmark: _Toc113045205]Work environment

The increased workload and resulting pressure on remaining staff were worsened by their failed efforts to approach the management. It seemed they were always too busy to take on the problem. The whole school was affected by the problem which seemed to go un-noticed because everyone was working hard to keep operating. 
[bookmark: _Toc113045206]Pay

The pay was just the minimum wage. So most of the staff had to do other jobs to keep up with the standard of living in the UK. One staff member was supposed to resume work in the new academic year but instead handed in a resignation letter over the issue of pay. This staff member was skilled and had worked in the area for more than 3 years. Another staff member told me it was time for a better job.
(Cottrell, 2017)


[bookmark: _Toc113045207]Technology

The staff communication system is inferior. Computers are out-dated, break down, get fixed but then do not work properly. There is no effective security system.
[bookmark: _Toc113045208]Root Cause

Having brainstormed the possible causes and analysis of the possible causes, the Root Cause of the Problem is not having a stable Human Resources person on post to help the employees grow and stabilize them on their post. Such a person is needed to acknowledge and reward the employees when they do well and achieve the result of happy learning students. An HR on post is the ideal person to communicate to the stakeholders about better pay for the employees. 
[bookmark: _Toc113045209]Possible Solutions to the problem: 

· Human Resources officer recruited 
· Personnel Manager recruited
· Raise the staff pay by 10%
· Recruit IT personnel
· Introduce a leadership and management course for the senior personnel
· Introduce a professional development seminar for the junior personnel. 

[bookmark: _Toc113045210]Evaluating and analysing the possible solutions


[bookmark: _Toc113045211]Human Resources and Personnel Manger

This can be done by requesting a board meeting with the Stakeholders, informing them of the practical usefulness of having an HR on board and a personnel manager. These are arguably the most important personnel in an organisation. It is critical that they are recruited immediately. 
According to Amity Journal, The HR department is the most valuable department in an organisation. (Kaur and Dhawan, 2021)
They will boost the morale of the team, improve the productivity and performance of the team.

[bookmark: _Toc113045212]Raise the staff pay by 10%

To improve morale, productivity and performance in the school, the staff pay should be raised by 10%. The recommended raise will ensure we meet the industry average and consider current inflationary impact. In the future, quarterly or binary review would be required. 

[bookmark: _Toc113045213]IT personnel

As stated by Human Resources at Lancaster University, the Information Technology manager runs the day-to-day Information Technology across the school. Not having an IT manager in the school creates several unwanted problematic situations in the school. (Growing importance of Technology in Education, 2019)
They manage the information and communication technology, and AV provision meets the learning, teaching and research needs of the school staff and students. Considering the above, this position is an integral part of a school.

[bookmark: _Toc113045214]  Leadership course for the personnel 
 
This course will boost collaboration amongst the personnel and increase their confidence positively in the workplace.

[bookmark: _Toc113045215]Implementing the solutions given.

 In implementing the plan, by way of ADAKAR Model of change strategically involving all the personnel to this change. First Increasing the whole school awareness to the change.
Getting their Desire to change, providing enough applicable and relevant data as to how the change will happen, providing skills to the relevant people to the concept, Lastly, reinforce the change by actively inviting and incorporating everyone to the change.

· Employ an appropriate recruitment agency to find an excellent HR and a personnel manager; inform them of the criteria of HR and a personnel manager needed. These persons need to be well experienced, professional, and skilled in the educational sector. 

· Having been hired to bring the policies and methods of the school to current standards, it would be appropriate to work with a team. Once the HR and Personnel manager are hired, get them stable on their post and then work with the HR on the other solutions mentioned above. 
· Have the HR be the In-charge of staff training. HR to find the best possible Leadership and Management course and it set in motion. Inform the senior school personnel about the oncoming training, so they are all prepared. 
· HR to arrange for staff to cover the areas of the senior school personnel who will be attending the training courses. The training would be done part time so it would not be too disruptive of their areas and production.
· So, the senior school personnel can see the need for change they must go out of their comfort zones to see how things are run in other schools. This exercise will be part of their training.
· It can also be approached using the Bottom-Up Change process, working with all the junior schoolteachers gradually, and strategically updating the culture of the workplace by enhancing all the junior schoolteachers and personnel, including them in what is happening and aligning our goals as stated above from the solutions.

(Rational Decision-Making Model | Structured Decision Making - The Happy Manager, 2018)
[bookmark: _Toc113045216]Implementation plan chart

	RRecite HR
Action 1.     Responsible.  Priority      Status.         Start Date   End Date.       Notes

	Timi McQuade

	Urgent

	Agreement from the board

	15/10/22

	30/10/22

	HR recruited by the date.


	HR 
Stabilize

Action 2

	Timi M

Consultant.

	Urgent

	Get them started

	1/11/22

	15/11/22

	Get started


	Senior Personnel Training
Action 3

	HR

	Important

	Approved by the board

	16/11/22

	20/11/22

	Start training


	Timi M
HR
Evaluate 
Success
Made
Action 4

	
	Important
Both team on board

	
	6/12/22

	7/12/22

	Re-evaluate if any issues arising
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[bookmark: _Toc113045218]Report to the Stakeholders

Meeting with the stakeholders discuss the problem, the solution process, and consequences of not acting on the proposed solution. Impress on them that the way forward is to improve the skills and performance of the staff members and to manage the change gradually. 

A complex staff/teaching problem at the school which may need immediate action is difficult to solve when the school does not have HR personnel on post. This has a great impact on how the school is run. There are staff members leaving the school and new ones are being recruited to replace them resulting in a High Staff Turnover. The above problem is affecting the whole school as there is no chance to establish a social life. There are new faces all the time, staff morale is low.

The situation has been on-going for 2 years till the date of the report.
This started when the HR and the Personnel department was closed.
Attached to this document are different steps taken to find the Route Cause of the problem, Steps taken to find solution to the problem, 

1. Recruiting HR and Personnel manager has been the most favourable solution and working with them to enhance the professionalism of the school.
2. Senior school personnel booked for leadership and management 1 week training.
This training will be at no cost to the school as the government provides this sort of training for teachers.
In conclusion, approval of this report would mean that following the implementation of all steps as laid out would gradually increase awareness for change and a desire to be part of the group. 
Staff would be able to engage each other, and all goals will align. 
(Report Writing, 2022)


[bookmark: _Toc113045219]To ensure a successful implementation 

According to ADKAR Model, individuals who make up the organization do not change it in isolation. As they change so does the organization.

· Approval of the report
· Awareness - Staff meetings
· Desire - Coaching and incentives
· Knowledge -Training
· Ability Reinforcement from the HR manager to keep
· Staff members enthusiastic regards work 
· Increased awareness and professionalism
· Increased social and workplace culture
· Corrective action maintained.
· Get feedback.
· Rewards
· Celebration

 Collaborative problem solving " The process imply when working together in a group, organisation, or community to plan, create, solve problems, and make decisions”.
(Straus and Layton, 2002)
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Introduction

A problem occurred at my workplace with a student who had been assigned to me.

The length of his course was 80 minutes per week. He had been on the course for 3 months with no progress.
He put in extra hours to catch up and was also sent to the Director of Corrections to help resolve his difficulty.
Sadly, it did not improve the situation. Unable to complete the course, the student suffered loss of morale and no
longer attended the lessons. He would call in sick on the day of the course but came to school looking healthy

on the other days.

Finding Possible Cause of the Problem

Environment
People

The Course
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Cause and Effect using the fish bone Analysis

The language

Problem with
English?

Yes

Do not like the
teacher?

People

Unhappy
Student
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Evaluated and analysed the possible causes

People: the class was examined for personal, emotional, or social issues with the students.

The Language: A fish bone analysis showed the student’s language was the problem. His first language is not
English and so found it difficult to study.

Evaluation and alternative solution using PEST Analysis

o English Language for foreign Students.
o Providing iPad for quick translation.
o Stopped the course while learning English language.

Political: As the student is not fluent in English it is against the school policy to teach a student in English. The
solution here is to put a hold on the course until his English is up to standard.
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Economic: Due to economic factors more students are admitted in the school and so there are now more non-
English speaking students. The school had to provide a special class call English for Foreign Language
Students. This has created a positive impact for all the non-English speaking students as well as the student in

question.

Social: With the growth of social culture, the school has had to make some changes such as getting permission
for all students to have an iPad for study. It has solved a lot of issues with students not able to submit their

homework on time. For this they got detention for not doing their homework. The above-mentioned student with
the language issues can now do his homework and use the translator for the course he was having trouble with.

Technological: it affected the student was the use of old computers which were not working properly. Providing
the iPad as a solution worked for everyone; they could do their homework and submit on time. They were all

happy.
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Implement the plan for the student.

A report written to the head of department who requested the problem solved. Having looked at all the possible
ways to help the student continue with their study. It was best to put a hold on the subject, until the language of
the student come up to standard then the student can do the course. The solution worked best as there were 6
other new students who fell into that category. The report was acknowledged, and the next step was put into

plan.

What needs to be done:

o The student to join the English Language class for foreign Students
o The teacher to monitor his progress

o Progress report to be sent regularly.

o Time given, 2 to 3 months to evaluate the student progress.

Re-evaluate the plan
o is it successful or not
o look at other ways to help the student.
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